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Preface

For many years, our work has been focused on resolving
“people problems” that occur at the workplace. Each con-
sulting assignment has its own special aspects and challenges,
often related to the client firm’s industry, size, executive man-
agement style, and organizational structure. But over the course
of time that we have spent helping many companies solve seem-
ingly unique management human relations problems, we have
observed a pattern to the interventions we plan and imple-
ment. The characters and situations change a bit, but the man-
agement skills we tend to focus on are essentially the same. It
finally struck us that a core set of management human rela-
tions practices nearly always serves as a starting point for our
coaching efforts to develop our clients’ leadership skills. A
model has emerged out of our experience in working with
countless coaching clients over many years. The two of us
often talked about the model, we understood it, we champi-
oned its principles in individual and group coaching sessions,
and we made it the centerpiece of our classroom training pro-
grams with managers. But we had never really documented it
in any formal way, up until this point.
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The idea to write a book about the “6 Habits of Highly
Effective Bosses” had been sitting idle within the two of us for
some time. It was an itch that we had ignored or brushed at
occasionally, but without clear focus or deliberate follow-up,
atleast to the point where the itch received a thorough scratch-
ing. The book-writing project, we always rationalized to our-
selves and to anyone else who asked about it, was still “in the
conceptual stage.” But we weren’t really fooling anyone (par-
ticularly ourselves!). It was an excuse, a transparent stalling
tactic, and one that became increasingly untenable to main-
tain. It did not align with the values we espoused so frequently
to our clients. Here we were, day after day, exhorting them to
address the inertia in their professional and personal lives,
goading these paying customers of ours into moving forward
productively with prudent ideas or personal goals that had
been identified within our coaching or training sessions. Yet
our own objective of documenting an effective approach to
developing better human relations management competencies
lay inert, sitting on an imaginary shelf that stored our future
goals, gathering a great deal of proverbial dust. So, part of our
impetus in writing this book was simply acknowledging that
we needed to practice what we preach. How could we con-
tinue confronting our clients about their procrastinating be-
haviors, when we too were all talk and no action? It was time
to roll up our sleeves and get the book done!

The other driver behind writing this book had a more posi-
tive, fulfilling tone. We have a real interest in sharing our
model with a broader business audience. We believe in our
approach, and we want to describe it to those beyond our own
clientele.
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Aswith any project in which we take part, we find that the
best way to get organized is to construct a logical plan. Start
with the basics, then move forward from there. So, we asked
ourselves: Why are we undertaking this effort? What are we
trying to accomplish? To deliver quality, our answers needed
to be considered carefully. We resisted the tendency to turn
this mission development task into a superficial, perfunctory
exercise. We needed to own the purpose behind the book,
knowing that we would refer back to it often.

It was a useful starting point, a helpful catalyst for our
thinking on the way to present the material. After crystalliz-
ing the ideas and ultimate objectives we had in mind, we docu-
mented our book’s “mission” as follows:

This book shares our approach to developing
leaders’ human relations skills, so that managers
who implement our model become more
productive in their positions, create advancement
opportunities for themselves in their careers, and,
as importantly, apply these skills effectively to a
broad range of interpersonal situations in their
own lives.

With this purpose in mind, we started to focus on the needs
of our potential customers. This process starts with some ob-
vious questions: Who did we think these prospective custom-
ers might be? And what do they look for in the type of material
we hoped to present?

Our view is that the content we intend to share will draw
those who bring an appreciation for the more interpersonal
aspects of professional management. We expect that this ap-
preciation for leadership human relations skills is driven by
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experience and/or by seasoned observation. In other words, it
is likely that you, our customers, either currently have man-
agement responsibilities or you have come to the conclusion
through experience that effectiveness in a supervisory role is
heavily tied to people skills. In the latter case, it is quite pos-
sible that you hope to manage others some day, or perhaps
you have just assumed a supervisory role at work. In any case,
you are looking to prepare yourself for success in a leadership
role, over both the short and long term.

Further, we expect that our potential customers are no
doubt intrigued by the disparity in management performance
that exists among different supervisors. It is likely that you
have witnessed what we have observed consistently in the
workplace: that there is a fundamental difference in the cli-
mate of organizations led by effective managers versus those
led by individuals woefully deficient in people supervision
skills. Our readers are the type of professionals who are apt
to ask themselves, “Why do people want to work hard for one
manager and want to quit on or avoid interactions with an-
other?” Further, our readers are likely to have witnessed how
workplace conflicts distract an organization from optimal pro-
ductivity. Our book’s customers wish to make an investment
of time and money in their professional and personal develop-
ment, with the hope that, through this investment, they will
learn ways to avoid—or at least substantially reduce—the fi-
nancial and emotional costs associated with troublesome in-
terpersonal behaviors at work and at home.

We expect that most of our potential readers have been
exposed on some level to previous training about supervisory
human relations skills. This training might have been spon-
sored by one’s employer, by institutions that provide academic
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preparation for management responsibilities, by customized
workshops in the community, and/or by professional continu-
ing education courses. We assume our readers are likely to
have a familiarity with basic do’s and don’ts of leading other
people at work. However, we also expect that our readers ap-
preciate the fact that, in considering the human relations as-
pects of management, simply reading and comprehending
information about sensible people management skills is a far
different (and far easier) task to accomplish than incorporat-
ing these skills into one’s management practice. Doing so is a
process of professional and personal growth—one that often
involves the need to make changes. And we all know how diffi-
cult and even unpleasant the process of personal change can
be. Behavioral change takes emotional strength, mental focus,
and spiritual courage, especially when more maladaptive man-
agement behaviors are well engrained in our personalities and
in the ways in which we tend to interact with others.

We assume that you, our readers, are ready to look within
to assess whether any behavioral changes need to be made.
But beyond that, you are curious to find out if a change in
one’s approach to people management challenges will yield
positive results, both in the here and now and over time. This
curiosity extends to a genuine appreciation for the value of
behavioral science in improving one’s management practice,
involving subjects such as social psychology, organizational
dynamics, motivational theory, personality type, and human
psychological development. These are fascinating topics to
consider, given the range of things that one can learn and ap-
ply to interpersonal situations at work. Thus, learning about
leadership people skills becomes, in essence, part “vocation”
and part “avocation.” If you are bitten by this “bug” to delve
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into the behavioral aspects of effective management, then
the value of very individualized mentoring, coaching, or even
counseling/psychotherapy may appeal to you. This curiosity
about yourself and about people in general is admirable and
well worth nurturing.

Our fundamental challenge in organizing how to describe
our model involves the need to do it in a way that provides real,
meaningful assistance—and measurable behavioral outcomes—
for those who follow the model and the guidance it provides.
But we understand that the best models are those that make a
great deal of intuitive sense to people. Thus, we must first
“make the case” that the skills we espouse are relevant and
worth focusing on. We realize that we need to present some
theoretical background and research that support our ap-
proach. Case studies add value for learners as well, especially
when these hypothetical situations (based on real events and
people we have encountered during our consulting engage-
ments) reflect the issues and dynamics of supervisory leader-
ship to which we all can relate. We have organized our thoughts
in such a way that we hope that you will literally nod your
heads as you read our model and some of the case studies
used to illustrate its points, as if you were involved in an inner
dialogue, saying to yourself, “Yes, I've seen that all too of-
ten,” or “You’ve got that right!” Behavioral change works best
when this type of emotional “buy-in” occurs with the material
being presented. It involves an acceptance that the situations
are real and the solutions make sense. And this only takes
place when the context is relevant to the realities of day-to-
day people supervision and to actual workplace experience.
In short, we tried very hard to “keep it real” for our readers.
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The model we outline ultimately is transformed into lead-
ership practice through use of thought-provoking questions
and actual workplace exercises that enable our customers to
practice the relevant skills. The reflections you are asked to
make and the exercises you are encouraged to perform can be
used in two ways: They can be part of a self-coaching process,
perhaps in conjunction with discussions you have with your
personal supervisor at work, or they can be guidelines for one-
on-one professional coaching that you seek out to gain more
consistent feedback during the learning process.

Another characteristic of our readers, we assume, is that
they are “doers.” Sure, there is value in absorbing sensible
material and in understanding the material’s core concepts.
But the real excitement is in applying the material to actual
situations, taking the risk to improve one’s abilities, and ob-
serving how others actually respond to suggested behaviors.
Our customers are innately curious, but ultimately they are
firmly rooted in results. Psycho-babble is not what excites our
readers; rather, what drives you, we expect, is the gratifica-
tion that is felt when results are evident from putting the
book’s recommendations into practice. And feedback during
this process is a vital component of ensuring that the out-
comes stick, that the behaviors become truly integrated into
your behavioral toolbox.

The book project, though admittedly difficult to initiate,
became a labor of love. It is exciting to share our ideas with
others, focus on helping people develop their full potential,
and to have these people help develop the potential of others,
in turn. We hope that you enjoy the process of reading the
material and using the exercises we share as much as we en-
joyed the process of putting it together for you.
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Foreword

The value of “people skills” in organizational management
is widely accepted, but sometimes overlooked when compa-
nies consider, “How do we get managers better at performing
their supervisory role?” It might be that organizations view
other, technical aspects of a manager’s job as more “train-
able.” Consequently, companies gear their training toward fill-
ing gaps in knowledge about current best practices, introducing
new, productivity-enhancing technology, reviewing company
policy updates, and the like. Perhaps, there is an unspoken
belief that managers either have interpersonal skills or they
don’t—so the strategy is not to spend resources on “people
skill” training but rather on hiring the right person with natural
aptitudes in human relations, on placing individuals into lead-
ership positions who can build the type of solid, productivity-
enhancing relationships that benefit the organization.

Certainly, my organization and countless others like ours
declare, in job postings and position descriptions, that our
interest is in hiring and promoting individuals to management
positions who have the sensitivity and social orientation to
perform the people management aspects of the “boss” role
effectively. And best efforts are made to select those whom

15
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we believe will succeed in this aspect of the supervisory role.
But by labeling these somewhat ephemeral competencies as
“people skills,” isn’t there a tacit understanding that these are
actual competencies, which can be developed? A paradigm
shift might be indicated. If organizations and individuals want
to improve performance in overall management practice, per-
haps they should be on the lookout for guidance and direction
in people skill development.

Actually, some intriguing questions arise when one con-
siders the prospect of dedicating time and resources to learn-
ing more about the human relations aspects of management.

% What are these “people skills,” really?

% How do individuals get better at the “people” part
of management, especially if it doesn’t come really
easy for them, because their competencies are more
of a technical nature or based more on industry
knowledge?

% And in working on becoming a better manager of
people, how do individuals best focus their time
and efforts? Where do they begin, and what should
they be doing from some foundation-level,
beginning point forward?

What I admire most about The 6 Habits of Highly Effective
Bosses is that it provides real, concrete, and quite specific
answers to these questions. Instead of offering nebulous plati-
tudes or broad parables, this book gives the reader clear di-
rection and a sensible set of suggestions about how to actually
build and practice people skills.
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Kohn and O’Connell boil it down nicely—there are a half
dozen “habits,” or behaviors tied to attitudes, which they in-
sist matter most. Their message fits well with organizational
thinking about how to perform skill or work processes more
effectively: The “trick™ is to identify the most relevant com-
petencies, and then to gain mastery over them. The book tells
us what aptitudes matter most, and how to develop them with
greater proficiency.

Moreover, the book is easy to read. I like the way in which
the case examples that Kohn and O’Connell use ring so very
true. This book is simply a great way to get grounded about
the habits that help insure success in people management.

Finally, if you have picked up this book and are reading
this, you are no doubt attracted to this subject matter. So, you
are already on your way to building self-awareness—the first
of the six “habits” that Kohn and O’Connell espouse. That is,
you know people skills matter, and that mastery over themis a
lifelong learning project. So, I encourage you to feed this curi-
osity about yourself. It will make you not just a more effective
manager, but a more effective person in building important
relationships in your life outside work, as well.

Best wishes, and good luck!
Ray Steitz
VP Global HR
Warner Chilcott Labs

Rockaway, New Jersey
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Chapter |

The Real
“People Strategy”

These days, it is very popular for organizations to for-
mulate a “people strategy.” Typically, it is an employee rela-
tions theme promoted within the organization, summarizing
an enterprise-wide effort to leverage human capital in pursuit
of the corporate mission. Companies actually incorporate
these strategies into their logos, with labels such as “putting
people first™ or “people before strategy.”>

Putting people first is certainly a worthy goal. A company
that focuses on the assets inherent in its human resources will
foster an internal business environment that is attentive to the
talent that lies within the organization and to ways in which this
talent’s full potential can be deployed and leveraged. How-
ever, organizations have finite resources, and they face the
daily pressures of satisfying highly demanding customers. As
such, decisions must be made about which people-oriented
priorities are most important and how these priorities will be
promulgated, implemented, and then supported. What, then,
are the key determinants of an optimal corporate “people
strategy™?
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Some organizations may construct new compensation mod-
els, thereby placing great emphasis on rewarding excellent work
performance through monetary incentives. Other organiza-
tions may augment benefit packages. These strategies are im-
portant, but research has shown that these types of extrinsic
rewards often fail to motivate excellent job performance as
effectively as the more intrinsic rewards of work.*

Indeed, work offers many types of intrinsic rewards: learn-
ing, developing new skills, socialization opportunities within
the process of teamwork, and even the more altruistic rewards
stemming from the joy of helping customers grow their busi-
nesses and seeing them prosper as a result. Our experience is
that when people feel good about the organization that em-
ploys them, when they feel excited about coming to work
every day, their positive attitude—inspired by the intrinsic
rewards of work—typically is most attributable to the quality
of the relationship that exists between themselves and the in-
dividuals leading them. And the most important such rela-
tionship, by far, is that which exists between employees and
their direct supervisors. Indeed, the most crucial element of a
corporate “people strategy” should be developing the human
relations skills practiced by managers with their direct reports,
in day-to-day individual and group interactions. When excel-
lent relationships exist between supervisors and their direct
reports, the likelihood is that the intrinsic rewards of work
will be high—and highly valued, as well. When employees ad-
mire the way they are being led, when they see their supervi-
sory relationship as one that involves mutual respect and
opportunities for personal and professional growth, work be-
comes a highly dynamic activity, far transcending that of
merely receiving the extrinsic reward (that is, their paycheck).
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This core principle that we champion, that management is a
relationship-building role, and that the relationship that matters
most is the one between managers and their direct reports, serves
as the central theme behind our model.

Human Relations Management Theory: A Brief
History and Theories Worth Knowing a Little About

This notion—that there are relationship dynamics that have
a significant impact on the performance of an organization—
has its roots back in the Hawthorne Experiments conducted
during the late 1920s and early 1930s*. It is hard now to compre-
hend that what the researchers found at the Hawthorne plant
of Western Electric (in Cicero, Illinois) was all that new or
revolutionary, but the fact is that, at the time, it was. The re-
searchers placed two groups of employees doing the same work
into separate rooms. One group was treated as the control, and
the second was exposed to various experimental stimuli such as
increased lighting, decreased lighting, rest pauses, and so on.
The researchers, Elton Mayo and F. J. Roethlisberger of
Harvard and W. J. Dickson of Western Electric management,
expected the experiments to lead to different levels of perfor-
mance for the experimental group.

To the amazement of the researchers, both groups increased
their performance’. The researchers’ surprise was based on
the fact that they were entrenched in classical theories of man-
agement that predominated at the time, characterized by as-
sumptions that the organizational system could be likened to
a machine, with employees serving as internal mechanisms
that could be manipulated or readjusted to affect enterprise
performance. What the researchers finally grasped was that
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the two groups being studied responded with greater productiv-
ity to the simple effect of attention being paid to what they were
doing, to being treated in a special way. This phenomenon be-
came known as the “Hawthorne Effect.”

The fundamental lesson that emerged from this early re-
search was that employees who are given attention by man-
agement, who are treated as special, and who perceived their
work as significant can become highly motivated and thus be-
come more productive. Again, today, this insight might elicit
avery unexcited response—the type of obvious, self-evident
truth that might cause our teenage daughters to say with dis-
tracted condescension, “Well, duh!” But back then, it was a
novel idea. Again, employees were viewed as expendable cogs
in a machine, replaceable parts who either performed their
work or were terminated. The need to motivate employees to
perform better was not part of the managerial equation at
that point in time.

Needless to say, once the reasons for the results of the
Hawthorne Experiments were better understood by manag-
ers and academicians, this seminal research served as a spring-
board for a wide range of fresh theories and approaches to
management. A new way of thinking gained impetus in the
1930s and 1940s, broadly labeled as the “human relations man-
agement” movement. Again, it is hard to believe that this think-
ing deserved the type of attention it got, or that it caused the
kind of ripples about how to manage an organization that it
did. But, in fact, this “movement” was a major transition for
most organizations, especially in an era dominated by large
assembly line-focused mega-firms from the then-dominant
manufacturing sector.
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Later, in the 1960 book entitled The Human Side of
Enterprise, Douglas McGregor added another important
contribution to this process of values clarification about
the practice of organizational management. In this book,
McGregor coined the terms Theory X and Theory Y. These terms
have become well integrated into management nomenclature.

McGregor’s theories still strike a chord with managers
today because many in a supervisory position can relate to the
distinction between leadership styles that McGregor proposed,
even though the theory was promulgated more than 45 years
ago. What McGregor did, in essence, was help to clarify a
dichotomy that exists in a representative sample of individu-
als who hold leadership positions, about the characteristic
approaches that different managers are likely to take in relat-
ing to their direct reports.

Theory X assumes a management approach characterized
by those who believe that:

4 The average human being has an inherent dislike of work.
4+ People avoid work when they can.

4+ Because of their dislike for work, most people must be
controlled and threatened before they will work hard
enough.

4 The average human:
% Prefers to be directed.
% Dislikes responsibility.
% Isunambiguous.

% Desires security above everything.’
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You recognize this type of management approach, no
doubt. We have all seen it at some time or another. In its most
extreme form, Theory X managers are extremely overbearing
and suspicious. They are convinced that staff must be watched
constantly; otherwise they will “goof off.” Their interactions
with staff include direct or veiled threats of job loss, career
stagnation, or other such negative motivational methods that
imply an underlying psychological intimidation. If employee
behavior is worthy of being reinforced by the Theory X man-
ager, the reward is often more impersonal and financially
based. After all, how else are you going to get the message
across to employees that they are doing a good job, except to
pay them more or promote them? It is interesting to note
that, from our experience, when Theory X managers are domi-
nant in an organization, they create a workplace culture that
inadvertently reinforces this “lazy worker—overbearing man-
ager” dichotomy. Employees feel demeaned, so they respond
by giving the overbearing manager what he or she expects:
half-hearted effort, sneakiness, and an “I don’t give a damn”
attitude.

In milder forms, a Theory X approach can involve simply a
micromanagement-oriented style, one that assumes that things
will not get done (or will not get done correctly) unless the
manager takes an active oversight role about the work being
performed. People are not to be trusted to get the work done
right. After all, Theory X managers believe that employees care
less about the company’s immediate and long-term fortune
than management does. It is a supervisory style that is born
out of a disinclination to accept the premise that employees
can manifest initiative, good judgment, and solution-focused
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persistence if left to their own devices. Consequently, Theory
X managers have great difficulty delegating work to others.

Yet, as in so many models with a wide spectrum of associ-
ated behaviors, there are aspects of Theory X management
that are used by soundly managed, well-functioning organiza-
tions. In its most benign form, a Theory X approach underlies
the need for organizations to document their policies and pro-
cedures, to explain how things are done, and to spell out how
personnel matters will be handled, such as how individuals
may be disciplined or even terminated for poor performance.
Organizations develop and disseminate formal rules and struc-
tures as safeguards against the circumstances when employ-
ees lack motivation, skills, or investment in the enterprise,
and consequently behave in a way that is inconsistent with
overall organizational objectives. Procedures and “rules” are
there, in black and white, to lay out what will happen in such
circumstances, even if the leadership would prefer to deem
them unnecessary, hoping that they are rarely invoked.

In contrast to the Theory X approach to managing others,
McGregor describes a more people-friendly and empowering
approach to leading others that he labels Theory Y. A Theory Y
approach assumes that:

% The expenditure of physical and mental effort in
worKk is as natural as play or rest.

% Control and punishment are not the only ways to
make people work and that people will direct
themselves if they are committed to the aims of
the organization.
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% If ajob is satisfying, then the result will be
commitment to the organization.

% The average person learns, under proper
conditions, not only to accept but to seek
responsibility.

% Imagination, creativity, and ingenuity can be
used to solve work problems by a large number
of employees.

% Under the conditions of modern industrial life,
the intellectual potentialities of the average
person are only partially utilized.

Theory Y managers insist that people are assets that can
be nurtured for the talent they bring to the organization. Em-
ployees are not reluctant or indolent resources that need to be
prodded to function in a manner that the organization wishes—
rather, they want fo do rewarding work! What a concept!

Ron Willingham, author and chairman of management
consulting firm Integrity Systems, uses a term he calls “The
People Principle” to describe how important human relations
approaches are to organizational management.® There is much
of McGregor’s Theory Y value set in Willingham’s “People
Principle.” Willingham states his beliefs about managing
people as follows:

“All people have unlimited potential that has
been largely unrecognized and untapped. When
discovered and accessed, this potential can lead
them to far greater levels of productivity than
they ever imagined....”
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Willingham implies that this growth is connected to self-
actualization and that a people-focused strategy yields incred-
ible benefits for the employer organization. He offers a valuable
message: “People are more important than processes.” Willingham
bemoans the wasted resources spent in American industry on
technology and organizational strategies that reinforce the
Theory X mindset, rather than looking for ways to tap into
human potential factors to improve productivity. Willingham
might ask, “If you had your druthers, would you rather dedi-
cate time, financial and people resources to writing a com-
prehensive process manual, or to developing systemic ways
to tap into the full potential of employees whose talents are
under-utilized? Which of these offers the best opportunity
for adding tremendous value to the organization?” The lat-
ter is obviously his preference. Companies are often consumed
by work processes and administrative minutiae, leading to ac-
tivities that often take precedence over a focus on how to
unleash people’s natural interests and talents. When organi-
zations choose the latter, the performance-enhancing oppor-
tunities are nearly limitless.

This message has particular relevance today, as workforces
have been shrunk to the bare minimum in order to cut costs
and improve per-unit productivity. Yet, if the organization
follows a fundamental premise that people are more impor-
tant than processes, it can compensate for lost manpower
through developing the full potential of those who remain to
do the work. Theory Y-oriented managers would be able to
move forward with strategic initiatives in an ever-more com-
petitive business environment, and empowered, dedicated, and
motivated employees make a regular and significant contribu-
tion to existing operations.
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Case Example of Theory X and
Theory Y Values:
The Company That Eliminated
Time Cards

A manufacturing firm based in mid-western
Connecticut had a large, non-union “blue-
collar” work force, most of whom had
considerable longevity and seniority with the
firm. A new Human Resources director is hired
from out of town. This man, an energetic and
dynamic agent for change, convinces senior
management to eliminate the requirement that
employees “punch in” every morning for work,
which had always been the basis for the
employees’ pay, documenting the time
employees arrived for duty and left at the end
of the day. Senior management is highly
resistant to the idea, at first. “Aren’t we setting
up a situation in which employees will start
arriving late for work, and leaving early?” they
ask. “Aren’t we setting ourselves up for conflicts
about whether an employee was on duty at all
on a certain day; if their supervisor is out of the
office for some reason?” These and many more
logistical questions need to be answered by the
new HR director.

The answers he gives to the executives at

this company are steeped in Theory Y
management values. If managers give the
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message to individuals that they can be trusted
to come to work on time, leave on time and
document their time accurately on weekly time
sheets that they filled out, submitted and
verified with their signature, the entire process
becomes a self-fulfilling prophesy. Further, he
emphasizes that teams need to begin self-
policing any absenteeism or lateness problems
within their groups to which team members
were mutually reliant. And most importantly,
the new system moves the relationship between
employees and supervisor from one of
suspicious oversight, one that needs a punch-
in clock to document time spent at work, to
one that was more engaged, more trusting, more
relationship-based. This, the new HR manager
insists, will lead to very positive labor relations
and improved productivity outcomes as
employees perceive that their supervisors value
their trustworthiness and commitment to the
enterprise.

What really happened? What was the result
of this initiative? After a year, the punch-in
clock—Ileft in the HR office like a museum
piece, as a symbolic reminder of old thinking
that needed to be changed, is finally trashed,
never to be used again. The new relationship
and team-driven system becomes well
integrated in the personnel administration and
leadership value set at the company.
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The Case for Theory Yin Management Science

Dr. Abraham Maslow, a pioneer in the study of organiza-
tional behavior, the developer of the famous Hierarchy of
Needs theory!® and, incidentally, a key contributor to
McGregor’s thinking as he developed his Theory X and Theory
Y approaches to management, performed extensive research
on the relationship between effective leadership and psycho-
logical health. In reviewing his and others’ relevant research,
Dr. Maslow found that if a list of psychological health charac-
teristics is made, each of these characteristics is predicted to
be found in a greater degree in better managers than in poorer
managers." If one assesses the person who is best suited to
be a leader— that is, the one who is best suited actually to
solve the problem or to pursue a task successfully, the one
who is most perceptive about the objective requirements of
a situation—the person tends to be psychologically healthier
on a range of validated testing. Further, and quite impor-
tantly, this more effective manager is less likely to get “a kick
out of” being able to order people around or to act “bossy”
with them. “Doing so just does not give them gratification,”
Maslow suggests.'?

This is a crucial point to emphasize. Maslow is not only
connecting the traits consistent with superior psychological
health with effective management, he is also addressing is-
sues about managers’ internal psychological processes in-
volving the need to exercise power and control over
subordinates. Successful and more psychologically healthy
managers are comfortable with interpersonal negotiation,
mediation, teamwork, and staff empowerment. Tyrannical,
dictatorial, and abusive managers, the type who appear to gain
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enjoyment from the exercise of unchallenged authority, are
less effective in their leadership roles.

The implications of these empirical findings are impor-
tant. Managers need to conduct a thorough, honest self-
examination about what gratifies them with respect to the
exercise of authority. Is it in having authority for authority’s
sake? Do you ever find yourself reveling in the power that
is yours to wield, embarking on what is colloquially referred
to as a “power trip?” Robert E. Kaplan, an expert about
the flaws that undo senior managers, writes in his book
Beyond Ambition*? about an ultimately failed executive
whom he named Bill (from a case Kaplan indicates is based
largely on a specific individual, but is a blend of several of
Kaplan’s other executive clients), who typifies this type of
“power-tripping” individual:

“(He) talked a good game about sharing power,
and no doubt believed in his own stated
principles, but his emotional need to be the
top dog kept him from consistently acting on
his good intentions. Worse yet, his deeply felt
beliefs on the subject led him to take offense
when anyone suggested that, in a given
instance, he had taken inordinate control. As
with many other executives, character, not
skills, lay at the bottom of Bill’s difficulty with
empowerment.”™

Clearly, research at the workplace shows that the win-
ners in management are those who have the character to
base their self-worth on team accomplishments, on truly de-
veloping potential in others, on mentoring successfully and
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giving subordinates new challenges, rather than focusing on
reinforcement of the power they are in a position to exert
within the organization. And even when a skilled, proficient
manager follows his or her instincts by taking a somewhat
unilateral, “I’'m laying down the law” approach, this behavior
can still show “EQ,” or Emotional Intelligence. The seeming
paradox is explained by the fact that the manager’s instincts
might have been driven by sensing that the team needs clear
direction and purpose, as a way to get them refocused on
broader goals. Taking a firm stance on an issue can some-
times be the best step toward restoring an empowering, team-
driven atmosphere. The art of making such determinations,
of course, involves knowing the difference—between exercis-
ing authority for self-gratification, versus wielding power to
overcome near-term hurdles that stand in the way of progress
toward a climate where empowered staff are able to function
on all cylinders.

Clearly, psychologically healthier managers would tend to
be Theory Y-type managers, because reinforcement of author-
ity and control are simply less important to their overall prac-
tice of management, compared to that of Theory X-type
managers. If psychologically healthier managers are better man-
agers, then people-oriented, Theory Y-type managers are bet-
ter managers.

Let’sillustrate the issue Maslow makes about psychological
gratification in the performance of management responsibilities.
It involves a superstar salesperson, a great relationship-builder,
who allows his ego and a “power trip” to sabotage his well-earned
appointment to amanagement role.
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Bob R. is a highly performing salesman with
the XYZ Company. Bob has great interpersonal
skills. Bob is “in his element” performing sales
prospecting, making connections with
customers and assessing their needs. For two
years, Bob R. has been XYZ Company’s top
salesman. Ever since joining the firm he has
outperformed other sales staff. Bob is a driven,
self-confident man. He reads people very well
in a sales context, and he is a skilled “closer.”
His customers enjoy associating with Bob.
Customers like Bob as a person and remain very
loyal to him despite attempts by competitors
to lure them into other business arrangements.

Bob’s sales results are so impressive that the
firm considers ways to reward his efforts. They
promote him to Senior Sales Manager, with
responsibility for 25 sales staff, spread across
the U.S. He is encouraged to assign his accounts
to sales people under his supervision. His
responsibilities include motivating these
salespeople, supporting their sales efforts and
thereby growing system-wide sales revenues.

Within a month of Bob’s promotion to Senior
Sales Manager, several of his staff approach the
Company President, threatening to quit. The
problem is Bob and his leadership style. His
subordinates report that he is overbearing and
someone with whom it is very difficult to
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interact—"he is an animal,” these staff tell the
President. They report that Bob overreacts to
simple problems and levels criticism in a hurtful
manner. He threatens peoples’ jobs and creates
a climate of intimidation. He is full of himself
in his new role, but provides little support and
guidance. The only time the sales staff can bear
to be with him is when he accompanies them
on a sales call and he focuses his attention on
the customer and the sales issues.

The company President calls Bob in and gives
him a supportive yet firm message: “You are
valuable to this company, but it may not be in
a supervisory role. We need you to modify your
management approach, otherwise changes will
need to be made.”

Case Discussion: Bob, the company’s most successful sales-
person, a natural “relationship-builder,” is now in a position
where his job performance is deemed to be sub-par. The com-
pany has put itself in the unenviable position of jeopardizing
its employment relationship with a person responsible for a
considerable amount of the company’s sales revenue, because
it must do what it can to avert losing nearly its entire sales
team through a mass resignation, as a backlash against his
management style. Bob’s promotion to Senior Sales Manager
assumed that sales-oriented people skills translated well into
sales management people skills. The fact is that once Bob as-
sumed a management role, he needed to employ a wider range
of different skills necessary to succeed in that role, and he
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needed to direct his relationship-building skills toward his staff.
Although Bob was a superior relationship-builder, he made
no effort to assess what his staff needed to be successful. He
made no effort to get inside their frame of reference and to
show the same patience and guidance to his staff that he would
demonstrate with his former sales prospects. He needed, in
essence, to see his staff as customers, as tools for his ultimate
success. Instead, Bob was a tyrant, impatient with his staff
and absorbed in the power of being “the boss.” He got his
kicks from “throwing his weight around.” The gratification he
should have gotten, of course, was in seeing to it that his tal-
ented staff succeeded and reached their full potential.

What Exactly Are Management People Skills?

The case study that outlines Bob’s difficulties handling
new management responsibilities is not uncommon in today’s
business world. Many individuals are promoted to manage-
ment because they are good at the staff role they perform, or
they have superior product knowledge, or they have seniority
that warrants recognition for the organizational loyalty that
this longevity evidences. But sometimes, despite having a range
of talents, technical expertise, and/or experience within the
organization, an individual may not be poised to succeed in a
people management role. How can an organization tell if a
person is or is not ready to assume management responsibili-
ties? We agree with Kaplan that it involves an assessment of
character, and the key component of the “character issue™ is
the degree to which the individual is ready to employ a range
of interpersonal, human relations, and emotionally intelligent
aptitudes to relationship-building with direct reports.
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If this is the case, the question then becomes: Can a
healthier, more empowering, relationship-focused Theory Y-
type management style be taught to those who struggle with
this style from a characterological standpoint? Can a person’s
character be changed, if it might prove troublesome in exer-
cising authority? And if characterological change is possible,
upon what skills should the developmental focus be, in order
to effect the change in a timely manner? Read on! We will try
to provide useful answers to both of these very important and
fundamental questions.
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Warning Signs of
People Management
Problems

The case example you just reviewed of Bob, the type of
manager who almost forces his subordinates into rebellion
against him, is an overt display of poor people management
skills. Bob’s problems in a leadership role cause a company
crisis, one for which the organization has to react, rather than
risk the wholesale resignation of its entire national sales force.
But there are a variety of other circumstances—ones that
often are not quite so blatant—that should draw attention to
the need for organizations to address either their overall hu-
man relations practices or specific managers’ problematic ways
of interacting with those being supervised. Avoiding or ignor-
ing these “warning signs” creates a tacit, unspoken acceptance
of many associated financial, productivity, and people prob-
lems, such as wasted resources, manpower shortages, poor
morale, divided team loyalties, and more. As do physicians
who have experience observing advanced disease states and
then drawing conclusions about best practices for developing
afundamentally healthy lifestyle, we base our approach about
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ways to build people management competencies upon years
of observing costly outcomes after the following warning signs
went unheeded.

Warning Sign # | :
Higher-Than-Average Turnover

The resignation of an entire sales team, all at once, is rare.
But every company experiences some turnover in its positions.
In the United States, we operate in a relatively open, market-
based economy, and this freedom applies to the labor market
aswell. Talented people seek out and find organizations that
are best at attracting and retaining them, and the same is true
in reverse. The fact is that most companies experience both
gains and losses in an open labor market system.

However, some turnover is preventable. And in these in-
stances of preventable turnover, the organization suffers.
When costly turnover could have been avoided, it is our expe-
rience that the following employee relations mantra is quite
relevant:

“People don’t leave their jobs,
they leave their managers.”

Remember our core thesis? The most important aspect of
apeople strategy lies in optimizing the relationship between
managers and their direct reports. When inordinate amounts
of turnover exist in an organization or in a particular group, it
may be that leadership is alienating valuable staff members.
Supervisory relationships are troubled. The resulting frustra-
tion can compel these individuals to quit the organization.
High turnover rates increase a business’s manpower expenses,
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create the opportunity for lower or erratic team performance,
and add new burdens to what is often a fragile relationship
between remaining employees and managers. Our experience
is that an analysis of exit interview data relating to departing
employees’ relationships with their supervisors often shows
that problematic communication practices have existed for
some time between the departing employee and his or her
manager. Despite signals that problems exist, it is often the
case that no substantive intervention is attempted by the or-
ganization. Attention is paid when it is too late, and the talent
is already drained out of the organization.

When it is the same managers who seem to have the most
turnover in their departments or groups, then the organiza-
tion can not bury its collective heads in the sand. The causal
factors for the turnover must be examined. There may be many
seemingly rational reasons why one manager experiences a
disproportionate amount of turnover: the extreme rigors of
the jobs being supervised, the difficult environment in which
the job is performed, or other reasonable explanations. But
disproportionate turnover in one area or department is a clear
warning sign that a particular manager may have difficulty
with human relations aspects of leadership. It is a circum-
stance in which an analysis of the manager’s leadership style
should be explored.

Warning Sign #2:
Difficulty Filling Open Positions
From Within

Staff turnover creates job openings that must be filled to
keep operations running smoothly. Hiring from within the
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organization is often the organization’s first and most cost-
effective option. When positions are difficult to fill from within
the organization, it may be that a manager has developed a
reputation as someone for whom it is difficult to work. This
situation forces an organization to conduct an external search,
which invariably is more expensive and time-consuming. When
internal resources are telling the organization, “We cannot
work for a certain manager,” it is a message about which the
organization should take notice. It evidences the need to ad-
dress the issue and implement a solution.

Warning Sign #3:
An Increase in the Quantity and/or
Severity of Disputes That Human
Resources Staff Members Are Called
Upon to Mediate

When specific managers’ human relations skills are defi-
cient, decisions are often communicated poorly. Miscommu-
nication can generate a sense of inequity or unfairness about
these decisions, leading to disputes that tend to end up in the
lap of Human Resources departments because they relate to
the application of written company policies or procedures.
Human Resources and other organizational resources are
drawn into “putting out fires,” resolving problems that typi-
cally have become inflamed, less by specific decisions that
were made than perhaps by the tone or words used in com-
munications between the conflicted parties. When consider-
able organizational assets and energy are devoted to
mediating internal, people-oriented disputes, valuable time is
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lost that could be spent on formulating and implementing a
successful, strategically superior business plan.

Disputes that cannot be mediated at the Human Resources
department level may even need to be pushed toward more
legal remedies or structured conflict resolution. This situa-
tion can put a big strain on the organization’s time and finan-
cial resources.

Our experience is that when a company is being sued, a
lot of time and resources are spent assessing how the conflict
began and why it ended up the way it did. But even when orga-
nizations are not coping with the hassles of lawsuits, they need
to look at the time that is being spent on manager-staff con-
flicts that detract from far more important endeavors. When
this amount of time is too high, it is a sign change needs to
occur.

Warning Sign #4:
Performance Reviews Are Challenged

A performance review should be just that: a review of infor-
mation a supervisor provides to a direct report on an ongoing
basis about the direct report’s performance, throughout the
year or throughout the period for which the review is being
conducted. Yet the performance review process can become
contentious when managers’ sub-standard human relations
skills fuel disagreements and acrimony. There are ways to
present “bad news” or corrective feedback that promote mov-
ing forward on a course of improvement and skill develop-
ment, while still making it clear that the manager is concerned
and wants to see performance reach expected levels. (We ad-
dress this in more depth in Chapter 8.) Often, the problem
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lies in the manager’s inability to structure the discussion ap-
propriately, so that it is not deemed to be a personal attack by
the employee being reviewed. When this communication skill
is lacking, the supervisor-staff relationship dyad can be highly
“touchy” and prone toward creating arguments instead of gen-
erating a shared focus on solutions. The warning sign, then, is
that there is a striking deterioration in the supervisor-staff
relationship after performance reviews, or, as in Warning Sign
#3, afar greater need for Human Resources staff to arbitrate
the resulting disputes that arise out of the performance re-
view process.

Warning Sign #5:
Company Policies and Procedures Are
Sidestepped Because Certain
Departments and/or Their Leaders Are
Deemed “Difficult to Work With”

Like it or not, workflows within organizations often fol-
low the path of least resistance. Certain managers or depart-
ments can develop a reputation for territoriality, or being
“difficult to work with.” For expedience sake, other parts of
the organization may try to find ways to avoid encountering
the interpersonal problems that they find inherent in working
with particular managers or the departments they run. This
sidestepping usually causes other operational problems, as
established rules or procedures are overlooked or “bottle-
necks” occur. Conflicts develop that need not occur in the
first place. Most commonly, the person responsible for the
logjam is often someone whose people management skills are
problematic.



Warning Signs of People Management Problems 43

Warning Sign #6:
Schisms or Cliques Are Evident Within

a Department

When “cliquish” groups develop within organizations,
intradepartmental cooperation and teamwork can be compro-
mised. It is self-evident that when teams are divided, the prin-
cipals will have difficulty working together to get tasks done.
Also, there may be a sense that particular leaders “play favor-
ites,” which can lead to emotionally laden interpersonal con-
flicts within groups that adversely affect group performance.
These cliques or team splits are often a reflection of sub-par
management human relations behaviors, more so than being a
reflection of natural grouping behaviors from different per-
sonality types. But either way, the warning signs are the same
as those we have mentioned before: interpersonal friction,
lower productivity, less accountability for work, and lower
overall team efficiency.

Additional Warning Signs

The following are other direct signs that attention may
need to be paid to potential problems about the manner in
which specific managers form relationships with people un-
der their supervision:

4+ 360 degree multi-rater assessments or employee attitude
surveys provide input that a manager—or leadership in
general—is not engaged or has poor relationships with
people. At worst, this feedback may reflect a profound
lack of trust in the manager-staff relationship, usually based
on the manager’s lack of credibility or the sense that the
manager never has staff’s interests at heart.
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Formal accusations of sexual or verbal harassment are made
about a manager’s words or behaviors. Individuals being
so accused have a right to disprove the claim or claims
made against them, but harassment claims are definitely a
warning sign, at the very least.

Incidents occur when a particular manager loses his or her
cool to the extent that it causes scenes, which result in a
highly unsettled, uncomfortable work environment—one
in which the friction or ill will is almost palpable. People
should not have to work in such an emotionally charged,
conflict-laden situation, so the causes need to be assessed.

A particular manager has highly visible off-the-job personal
problems, such as impulsive sexual behavior, being arrested
for DWI, or being involved in an incident of domestic
violence. In our experience, there is a link between these
off-the-job behavioral problems and the likelihood that
there are behavioral and relationship problems in this
troubled person’s supervisory performance, as well. It is
not always the case perhaps, but often it is.

What is your experience?

Consider how the warning signs of management
human relations problems apply to your current
situation:

+ How many of your direct reports have
resigned or left the company? What was
the quality of your relationship with those
who have left?
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+ Are openings in your department filled
quickly, in response to internal job
postings? Or do your openings generate
little interest from within the company?

¢ Areyouand the HR staff at your company
spending more time than you would like
resolving disputes within your team? What
trends can you assess about the nature of
these disputes?

+ Does your team integrate well within the
overall company?

Systemic or Isolated Instances?

Keeping an eye out for these manifestations of deficien-
cies in management human relations can help organizations
address problems at the earliest stages—while the damage is
still minimal and while interpersonal issues have not escalated
to the point when some sort of transformational intervention
or solution is needed. Certainly, an ounce of prevention is
worth a pound of cure in these types of situations. These is-
sues require attention, as well as the courage to face evident
problems directly rather than hoping that they will just disap-
pear, or somehow improve with the simple passage of time, or
right themselves after “tinkering” is done with the composi-
tion of the relevant team. Our experience is that these prob-
lems do not go away and that expedient solutions only offer a
temporary patch over the crack in the conflict-laden dike,
solutions that are bound to break apart once the almost inevi-
table stressors reappear.
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In general, our advice to organizations is that across-the-
board leadership people management training—with pre-work
readings, classroom learning, group coaching, and supplemen-
tal individual coaching—is the intervention of choice when
problems appear to be more widespread and systemic in na-
ture (that is, when they are evident throughout the organiza-
tion). When serious problems seem to be isolated to a specific
manager or group of managers, a more intensive, individual-
ized coaching intervention may be the most targeted solution.
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The 6 Habits of Highly
Effective Bosses

Most often, organizations operate on far less than full ca-
pacity when the “red flags” delineated in the previous chapter
are evident. Something is wrong. For organizations dedicated
to getting their management human relations problems fixed,
a concerted management development intervention may be
the solution. Our leadership training model focuses on six
habits—expanding self-awareness, practicing empathy, follow-
ing “Golden Rule” principles, maintaining proper boundaries,
criticizing artfully, and flexing to different people styles—that do
much more than keep managers out of the trouble implied in
the previous chapter. They blend together, forming an inte-
grated set of skills that raise the level of all-important super-
visory relationships throughout the organization.

It is important to emphasize that these six habits are by
no means an all-inclusive list that compiles “everything a man-
ager needs to know about relating better with the people they
supervise and, in so doing, becoming a better person.” Rather,
they provide a framework—represented by a pyramid-shaped
structure—by which individuals can truly focus their efforts on
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developing role-congruent human relations aptitudes. Improve-
ment in these six people management competencies creates
the opportunity to begin a process of fundamental and lasting
positive change in a manager’s ability to lead people within
any type of organizational setting.

In our experience, managers appreciate a model that has
abeginning, middle, and end, one through which they can gain
a sense of progression via incremental steps, moving ever for-
ward toward a project “finish line.” Managers’ time is limited,
and they tend to embrace a step-by-step learning system, where
the process is well defined and has a well-proven path toward
measurable success.

Figure 1 on page 49 shows our model graphically. The model
is represented by “building blocks” that form a well-grounded
pyramid. This representation visually reinforces the notion that,
although all the skills that we advocate are “essential,” they can
be arranged and prioritized in a sensible order.

The bottom layer of our management human relations skills
pyramid forms the base of the model. These are the “founda-
tion” competencies: expanding self-awareness, practicing em-
pathy, and following “Golden Rule” principles. These are the
blocking and tackling that football coaches emphasize, the
grip that golf pros go over in the first lesson, and the breath-
ing techniques advocated by yoga instructors. They are prac-
tices that are intrinsic to the way managers manifest human
relations talents. They help managers develop into more psy-
chologically healthy and fundamentally better people.

In a middle layer, two specitic supervisory people skills—
maintaining proper boundaries and criticizing artfully—build
upon the three core skills at the foundation level and are
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Six HABITS PYRAMID:
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The Six Habits of Highly Effective Bosses
Expanding Self-Awareness
Practicing Empathy
Following “Golden Rule” Principles
Maintaining Proper Boundaries
Criticizing Artfully

Flexing to Different People Styles

Figure 1
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applied to common management challenges. To be most use-
ful, our model needs to be more than an exploration of widely
admired, foundation-layer skills. We hope to emphasize ap-
proaches to management human relations challenges that ac-
tually test one’s empathy, emotional self-awareness, and ability
to apply Golden Rule principles.

Why did we choose these two particular challenges to in-
clude in and emphasize within our “Six Habits of Highly Effec-
tive Bosses” model? The fact is that in a significant percentage
of the cases for which we have provided management develop-
ment services, two problems recur again and again:

1. Managers compromise their authority through bad
judgments, inappropriate behavior, or ineffective
limit-setting with respect to their interpersonal
relationships at work.

2. Managers alienate people through their frustrated
reactions to sub-par performance. Their criticism
isintolerant and hurtful. They deliver bad news or
critical opinions in a way that undermines rather
than reinforces subordinates’ morale and team
spirit.

Because these problems are brought to our attention most

frequently, they must:

A. Pose difficulties for individuals—or at least a
disproportionate amount of them of them who
find themselves in need of outside intervention
from training resources.

B. Have widespread ramifications within the
organization when these skills are lacking.
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By their very nature, people problems at the workplace
are a hassle for the organization. And often, the problems are
centered on these two issues: boundary difficulties and an
impulsive, demeaning style of performance criticism.

At the top of the pyramid, we present a “capstone” apti-
tude that is presented less in the context of preventing com-
mon problems and more in the spirit of growth-oriented skill
development. It is a skill that allows readers to optimize their
relationships with all sorts of people. We refer to this practice
as flexing to different people styles, based largely on the work
and publications of Dorothy and Robert Bolton, but also on
many other models that form hypotheses about the existence
of different core personality styles at the workplace. This
emotionally intelligent “flexing” skill reinforces the value of
being adaptable to the unique characteristics of other people.
It takes advantage of managers’ developing interest in un-
derstanding others, the product of which is an investment in
finding ways to create a performance-enhancing rapport with
them.

Our pyramid building block—based image is purposeful and
intrinsic to the presentation and comprehension of our model.
In a pyramid, the base is the broadest layer. It supports all the
layers above it. Pyramids are rather simple structures, but
highly solid. Sturdiness is an attractive feature of models
developed for the business world, because it is important to
build things that last and to which additions can be made when
more blocks and/or layers are needed. Indeed, the Egyptian
pyramids are marvels of endurance and durability. We like to
say that our “Six Habits” pyramid symbol represents a skill-
based model constructed to last through the sandstorms of
modern people management challenges!
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Habit #1:
Expanding Self-Awareness

“Exceptional leaders look within first to enrich
enlighten and expand themselves. ... They use
self-awareness to control themselves and
ultimately to have greater influence on

others.”

—Warren Blank

Introduction

Most of us have heard the expression “knowledge is
power.” It is a familiar maxim that conveys the message, ap-
plicable to a range of professional efforts, that having access
to substantive, useful information clearly facilitates greater
control of situations and opportunities. For example, with a
firm grasp of government-promulgated regulations, data, and
strategies that can be employed to meet customers’ specific
needs, tax consultants have the power to make better deci-
sions or recommendations in helping clients achieve their near-
and long-term financial goals.
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But how many of us have considered how this maxim might
apply “within”—that is, to an assessment of ourselves? To
what extent should we prioritize self-knowledge, as a means of
gaining added personal power, and thereby furthering our ca-
reer success? Leading management coach and author John
Whitmore spins the “knowledge is power” maxim from the
perspective of self-understanding, advocating that:

“What | am aware of empowers me and what |
am unaware of controls me.”?

Awareness is a priority because it drives what we are in a
position to affect and control, versus those issues or realities
about which we are unaware, which tend to exert control over
us. This is true of conditions within our external environment,
but it is particularly relevant to our “inner territory”—our
emotions, personality, values, and beliefs.

Bennis's Self-Awareness Formula

How does this process actually work? What positive, pro-
ductive behaviors are put in motion by underlying self-aware-
ness? According to eminent industrial psychologist and
leadership guru Warren Bennis®, self-awareness serves as a start-
ing point for the following tautological formula of leadership/
professional success:

Self- Self- Self- Self- Self-
Awareness Knowledge ~ Possession —  Control ~ Expression

The formula begins with the premise that efforts to develop
self-awareness create opportunities for greater self-knowledge.
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Through this process of gaining greater self-knowledge, of
learning more about ourselves, we develop less uncertainty
about ourselves and more self-assurance, self-possession, and
self-confidence. Indeed, self-confidence must be tied to an
Accurate Self-Assessment; it must be aligned with reality. And
reality is a function of correctly perceiving one’s skills and
abilities.

The next premise is that, once armed with a more accu-
rate self-assessment and consequently more self-confidence,
we are less likely to act impulsively or in a way that is de-
structive to ourselves or to our relationships. When we have
more awareness of our emotions, we understand the con-
nection between our feelings and what we think, do, say, and
decide. This is a special kind of insight, called emotional
self-awareness. With insight into our emotional life, and with
an ability to describe the feelings using the most appropriate
words (referred to as emotional literacy), we gain more self-
control. The process is quite fascinating: It indicates that
knowing what you are feeling and why, then labeling these
emotions correctly, are skills that can actually increase one’s
self-command and offer individuals far better control over
potentially disruptive impulses and behaviors. Again, knowl-
edge begets power (the power in this case being that of stay-
ing in control, in the face of inevitable work and life stressors).

If a connection can be reasonably established from self-
awareness through self-knowledge, self-assurance, and self-
control, then as these factors build upon each other they help
establish superior competence in self-expression. Verbal self-
expression involves an aptitude for communicating effectively
and building stronger interpersonal bonds. With an ability
to express ideas in a way that can be easily understood and
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accepted, individuals foster trust and enhance their rapport—
building skills, placing them in a powerful position to influ-
ence others.

Beyond describing a process for developing skills in ver-
bal self-expression, Bennis’s sequence also implies a resulting
aptitude for literally expressing your “self”—that is, your iden-
tity, your personal philosophies and values. With growing self-
confidence, you are more likely to begin manifesting a personal
trait often referred to as “presence.” This description of a
person—that he or she has “presence”—is very flattering, with
highly positive implications for the person’s ability to form
healthy interpersonal bonds. Having “presence” involves the
perception by others that the person manifesting this trait is
well grounded, thoughtful, and in control. When owning “pres-
ence,” an individual exudes confidence, stability, dependabil-
ity, and trustworthiness—all integral personal qualities admired
by others. Whether one is managing a company, a depart-
ment, a team meeting, or even just taking part in a friendly
conversation, expressing the “self” creates admiration for the
individual’s credibility and genuineness.

Developing Your Inner Voice

Bennis’s formula advocates a process of looking within
first, to enrich, enlighten, and expand our self-image. The for-
mula makes the connection from self-awareness to greater
control of ourselves and ultimately of our ability to have greater
influence on others. Taking the time to listen to our “inner
voice” may seem self-indulgent—a spiritual exercise better
conducted in a religious context or, at least, in our private
time outside work. But, in reality, developing an “inner voice”
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that connects you to your emotions and values is a highly im-
portant professional development activity. It has been linked
to the process of enhanced business intuition, to making cor-
rect and more ethical “gut” decisions, and to becoming a more
credible leader. Inner voice exploration can make you a bet-
ter listener, more aware of what is going on inside other people,
including the internal teams or external customers that are
such a large part of your life at work.

“The more faithfully you listen to the voice
within you, the better you will hear what is

sounding outside.”
—TFormer UN Secretary General Dag
Hammersjold*

Connecting with your inner values requires self-exploration
and an interest in examining the priorities that drive your profes-
sional and personal life. Here are some methods for clarifying
your value set and “inner voice:™

4 Take time for contemplation. Whether it is through
meditation or simply through time spent alone in thought,
it is useful to disconnect from the environment and from
immediate stressors occasionally, and to get connected to
how and what you are feeling. Breathing exercises or other
relaxation techniques may assist you in optimizing this
process of self-reflection.

<+ Write a tribute to yourself. This is a common values
clarification exercise that helps you identify what you
believe are your strengths and transcendent qualities.
Performing this task builds confidence and centers you
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on personal attributes you believe are worth reinforcing,
day in and day out. Imagine that you are the recipient of a
special award, at an annual banquet of some kind. Choose
the imaginary sponsor of this banquet (it could be a real
organization, such as an actual professional association,
or it could be imaginary, such as “The Software
Consultants People Management Society”). Write the
speech given to introduce you, then develop your
acceptance speech as well. Have fun with it!

4 Record lessons from leaders you admire or have admired.
Consider leaders who have inspired you, be they political,
religious, spiritual, or employment/professional-related.
Make abrief list of the underlying lessons that attract you
to their leadership messages and interpersonal style. This
activity forces you to consider what really matters most to
you and how important leadership values are personified.

<+ Write your personal “credo,” your “I believe. .. ” statements.
This exercise is an effort to focus on your personal
“guidance system,” comprised of your core beliefs and
values. This “guidance system” provides a foundation for
developing a personal Mission Statement, a self-directing
compass that is grounded in your personal goals and
objectives.

4 Engage in a credo dialogue. Once developed, your credo
should inform your behavior and personal decision-making,
in a dynamic, active way. When confronting choices or
decisions that need to be made, you can engage in an inner
dialogue about how the choices and decisions align with
your fundamental beliefs and values. For example, in
instances when you face an ethical dilemma, it is helpful
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to take the time to ask yourself, “Is the behavior I am
demonstrating, or the decision I am choosing, consistent
with my personal credo?” or “What would the leader I
admired do in this spot?”

Note: At the end of this chapter, sample templates are pro-
vided for you to use in completing some of these “inner voice”
awareness exercises.

Developing an Accurate Self-Assessment

Beyond “inner voice” exercises and other methods to build
a solid sense of your values, your beliefs, and what you are
feeling and why, what other purposeful steps or actions can
you take to develop a realistic evaluation of yourself? One
method is to pursue an accurate self-assessment, on an on-
going basis. As mentioned earlier, self-confidence needs to be
reality-based. It is essential to gain as true an evaluation of
your personal strengths and weaknesses as possible.

Seeking Feedback

One of the seeming paradoxes inherent in building self-
awareness is that much of what we learn about ourselves stems
less from our own internal determinations than from input pro-
vided by the outside world. The views of people around us can
be an invaluable resource in efforts to expand self-awareness.

Indeed, research demonstrates that the perceptions of
others are better predictors of our actual performance, as
opposed to our own subjective viewpoints. But an eagerness
to receive honest feedback may need to be nurtured. Many of
us find ourselves impeded in efforts to expand self-awareness,



60 6 Habits of Highly Effective Bosses

due to a natural defensiveness about absorbing the potential
emotional blows that could accompany the process of solicit-
ing and then receiving feedback from others.

When stressed, or at times when we feel vulnerable or
inadequate in connection to a particular situation or circum-
stance, we may use denial to help us avoid unwelcome infor-
mation about ourselves. This behavior, though self-protecting,
blocks out self-awareness.

We need feedback and input from others to confront the
self-deluding process of denial. But there is far less pathologi-
cal phenomenon that can explain how certain evidence in the
environment escapes our awareness, relating to our compe-
tencies and performance. The reality is that people have blind
spots. Some truths we won’t see (denial); other truths we just
don’t see (blind spots). Our “vision is impaired,” so to speak.
Let’sillustrate the point, using the common example of driv-
ing a car. Imagine a situation in which you took every precau-
tion when you were backing up your car. You looked carefully
into all of your rear-view mirrors, and turned to take a more
direct look behind you to confirm that it is safe to put your
car in reverse gear and move backward. But, because the angle
of the mirror had been adjusted slightly, or for whatever rea-
son, you do not see a bicycle that is lying behind the vehicle
that you are driving. You back up and, bam, you turn the
bicycle into a heap of crumpled metal and rubber. You were
unable to see the reality of the situation, despite a reasonably
solid, routine effort to perceive it.

But imagine what would happen if your car had a sensor,
such as the kind that makes a noise if you were backing up
toward an object near the rear end of your car (as many cars



Habit # | : Expanding Self-Awareness 61

and SUVs have, these days). You start with the same stan-
dard preventive routine, to assess if any potential problem
may exist as you back the car up: Rearview mirrors are scru-
tinized; your own eyes register no problems with moving your
car backward. You put the car in reverse, and right away you
hear a warning sound. With the help of the car’s new technol-
ogy, there is additional information to add to your awareness.
A noise signals you that something may be behind you that
you do not see. You stop quickly and get out of the car to
check it out. You see the still-intact bicycle. A potentially dam-
aging outcome is averted.

Feedback that you seek out can be likened to the warning
sound your car makes as you back up toward an object you
cannot see, which is in the car’s way. It provides information
on your blind spots, information for you to consider and po-
tentially act upon. It may provide you with information about
a reality that somehow has evaded your awareness. Then,
you can integrate and evaluate this new information or aware-
ness through a process that involves Cognitive Dissonance
Theory (see page 64).

Getting feedback from others is almost always available.
Often, it is only a matter of asking for it. The challenges in
expanding self-awareness are less about the availability of feed-
back than about the willingness on our part to seek out, ab-
sorb, and process this external input from others. Former New
York City mayor Ed Koch was famous for unabashedly ask-
ing, “How am I doing?” as a way of greeting his constituency.
This is a good self-awareness model for you to follow in the
workplace. Use your own “constituents,” or internal and ex-
ternal customers, to learn more about how others perceive
your performance and competencies.
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Seeking feedback is a constant quest. Here are several

suggestions about how to take part in this quest for greater
self-awareness:°

+

+

+

Build feedback-seeking into all your daily interactions. As
with former Mayor Koch’s routine inquiry, “How am [ do-
ing?” acommitment to learn something new about yourself
every day will focus you on the value of self-awareness.

Leave no perspective out of this feedback-seeking process.
Different perspectives add breadth and depth to valued in-
put. Subordinates, peers, and bosses all can offer valuable
input for you. The more diverse the circle of feedback-
providers, the better. In going outside your organization
for feedback, you are uncovering more than awareness
about yourself: You are performing relationship manage-
ment, with the opportunity to enhance the sense on the
part of your customers that you care what they think.
This effort builds customer loyalty and appreciation.

Use feedback to confirm you are on the right track. Even
when things are going well and you believe you are headed
in the right direction, feedback can provide valuable
confirmation that your confidence is warranted.

Remember: no pain, no gain. Emotionally intelligent
individuals demonstrate less defensiveness about receiving
feedback. They value corrective input as a valid way to
learn more about themselves and to grow through self-
knowledge. Aswe described earlier, a feedback-driven self-
assessment should build self-confidence, rather than
diminish it.
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4 Digallittle deeper. It is important to dig for feedback even
when others’ initial reaction is that your performance is
“fine.” “Fine” may mean only adequate or average. Or it
may be an avoidant reply. So, ask the extra question, such
as, “No, I am really interested, give me your real sense
of....” Given permission to provide the feedback, because
you have demonstrated you are not defensive about
receiving it, the other party is more likely to share his or
her concern.

4+ Focus on “blind spots.” Create your own radar warning
system! And when you are given information that opens an
entirely new awareness for you, label it as such: “It
uncovered a ‘blind spot’ for me.” Such a label reinforces
that, somehow, you had been “blinded” to a certain reality
that others had perceived about you. The proverbial bicycle
was behind your car, but no warning sound had gone off.
An active, relentless effort to seek feedback from others
reduces the likelihood that your “blind spots” will persist.

4+ Get specifics, if they will help you understand the feedback.
The more specific the examples (dates, times, places, people
involved) the more you will be able to reflect on how the
feedback applies.

Should all feedback be accepted without question and as-
sumed to be the reality of the situation, as with the bicycle
example behind the car that we have been using? Definitely
not. But feedback always adds information and cognitions,
which can then be assessed and synthesized. Let’s review the
Cognitive Dissonance Theory, which helps explain this pro-
cess of coping with new knowledge or information.
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Cognitive Dissonance Theory
Cognitive Dissonance Theory is concerned
with the relationships among cognitions. A
cognition, for the purpose of this theory, may
be thought of as a “piece of knowledge.” The
knowledge may be about an attitude, an
emotion, a behavior, a value, and so on. For
example, the knowledge that you like the color
red is a cognition; the knowledge that you must
work hard to get ahead is a cognition; the
knowledge that the Supreme Court outlawed
school segregation is a cognition. People hold
a multitude of cognitions simultaneously, and
these cognitions form irrelevant, consonant, or
dissonant relationships with one another.

Two cognitions are said to be irrelevant if
they have nothing to do with the other. Two
cognitions are consonant if they agree or are
consistent with each other. Two cognitions are
dissonant if one cognition follows from the
opposite of another. For example, if a manager
thinks that he acts in a manner that warrants
others’ trust but receives feedback that he is
not trustworthy, these two cognitions are
opposite, and therefore dissonant. This is an
unpleasant state of mind, and humans tend to
try to behave in a way that reduces unpleasant
thoughts, emotions, or sensations. When we
are hungry, we find something to eat; when two
cognitions are dissonant, we find a way to
resolve the dissonance.
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We can resolve the dissonance by:

+ Changing one of the cognitions to make it
consistent with the other. For example, if we
believe that our organization offers the best
benefits in our geographic area but learn that
the organization across the street has
superior benefits, we “change our mind.” We
come to the belief that our organization’s
benefits are good but not the best.

+ Altering the importance of one of the cogni-
tions. This applies to the subject of revising
our self-image through feedback. For ex-
ample, if we value the authenticity of feed-
back from another person, and the feedback
information clashes with our own percep-
tions, we may defer to the external feedback
as a way to resolve the unpleasant disso-
nance. When we do this, we have altered
the importance of one of the cognitions, de-
termining that the outside feedback is more
important than our own self-assessment.

+ Adding a cognition to reconcile the two disso-
nant cognitions. A good example of this type
of resolution of cognitive dissonance occurred
during the early stages of the scandal that
led to Bill Clinton’s impeachment. The
president’s wife Hillary was interviewed on a
morning news program and stated that the
president was the victim of a vast, right-wing
conspiracy. This is an example of reconciling
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two dissonant cognitions—her belief in her
husband’s integrity and the knowledge that
he was accused of improprieties—through
the addition of a new cognition (the right-
wing conspiracy theory) that explained
them.

Case Study:
The Team Leader Who Changed His
Meeting Kick-Off Strategy

A finance manager in a hospital leads an interdisciplinary
team comprised of billing staff and clinical department heads.
Knowing that natural differences exist among the personality
styles and approaches within those in the team (administra-
tive types versus those with direct clinical care responsibili-
ties), he believes that he needs to open these team meetings
with a bonding strategy. He tries telling a “warm-up” joke to
set up an environment in the group that frees people to share
alaugh, and, from this common experience, to interact more
effectively. But his attempts at humor rarely create the laugh-
ter he anticipates. He wonders why and seeks feedback from
apeer. The peer points out that the humor he uses has a sar-
castic edge to it and that some team members—particularly
the clinical staff, who are very empathic and caring—find his
comedic style demeaning and condescending. Armed with this
feedback, he eliminates these attempts at jokes to start the
team meetings. Instead, to lighten the mood, he finds articles,
headlines, or cartoons/comics from a magazine or newspaper
that avoid sarcastic humor and are not likely to be offensive
to anyone. He double-checks the item with the peer who gave
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him the original feedback, prior to distributing it, to make
sure that the humorous item will be appropriate.

The result: In meetings where he distributes a cartoon or
other humorous publication, people laugh, smile, and are more
engaged as the meeting begins. Seeing this, he develops a file
of funny comic strips and cartoons that he uses as it fits the
agenda. People begin to look forward to his attempt at humor
and admire his creativity.

Case Discussion

The point of this case example is not that a blind spot
existed in the hospital finance manager, or that this blind spot
caused him problems in relations with other people. The point
is that he sought out feedback to help him understand some-
thing about himself. Further, when he used feedback to try
another behavior, he received positive reinforcement. People
laughed with him, engaged by the pieces he distributed. He
was able to establish the kind of relaxed, team-building tone
for staff meetings that he was looking to create. As a result,
the meetings became more interactive and productive.

His interest in self-understanding, spurred by an intuition
that told him that people were not responding to him the way
he expected, was rewarded with useful feedback and the rein-
forcement of new and clearly more successful behavior.

Organizationally Sponsored 360° Feedback
Organizations, reinforcing the primal value of self-awareness
and how feedback can contribute to performing an accurate self-
assessment, may implement a developmental initiative referred
to as the “360 Degree Appraisal” or “Multi-Rater Feedback.”
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Again, self-awareness is greatly facilitated by useful input from
avariety of perspectives, with strong emphasis placed on the
value that is available from the diverse experiences of others.
A 360° Feedback project encourages individuals to rate them-
selves on certain widely acknowledged dimensions of leader-
ship and/or personal effectiveness, while also encouraging
ratings on the same dimensions from a select group of those
familiar with the individual (subordinates, peers, bosses, and
sometimes customers) using the same rating scale. In this way,
an average rating from a group of others can be compared to
the individual’s self-rating, to identify differences (if any) in
these perceptions and uncover potential blind spots. The goal
is to help an individual perform an accurate self-assessment.
Certainly, it is useful to identify where our own impressions
of job-related competencies differ from others’ impressions
of these competencies. But results of this survey also can show
you that an impression you have about an area of personal or
professional weakness is not corroborated by others. And, it
is quite valuable to gain confirmation that your own percep-
tions about important leadership performance dimensions are
essentially congruent with those who observe your perfor-
mance consistently.

Given our emphasis on the value of expanding self-
awareness and seeking feedback to do so, a Multi-Rater
Feedback survey can be a very useful project in which to
participate. The results are most useful when:

% The raters understand that the project is intended
as a developmentally oriented, self-awareness-
enhancement exercise rather than a performance
appraisal with implications for compensation or
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other organizational rewards. These personnel and
compensation factors are highly likely to bias the
feedback.

% Ratings are provided entirely confidentially, to
promote honest, impersonal, and forthright
feedback.

% Raters have a basis for providing a valid rating of
the individuals whom they are evaluating.

% The findings are reviewed by a mentor or coach,
who presents the data in a way that fosters its use
as a self-awareness tool.

We recommend that managers take part in a Multi-Rater
Feedback survey at least once every other year.

Mentoring and Coaching

Interacting with others whom we respect and trust about
aspects of self-awareness can facilitate the exploration of our
“inner territory.” It is also very valuable to have an experi-
enced “sounding board” with whom to process feedback or
input that you have received or are receiving.

If the only person to whom you listen is yourself,
you are unlikely to discover your “voice” or your
full potential.”

Establishing a relationship with a mentor or coach can
help accelerate your self-learning. Although mentors and
coaches are alike in many ways, they also have important
differences.
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Selecting and Using a Mentor
Let’s first consider the role of a mentor. A mentor is
often someone:

% With whom you have had previous contact,
preferably of an intensive or frequent type. The
point is that the best mentors are those with whom
arelationship has already been established.

% Whom you admire, because you appreciate his or
her experience, knowledge, and values. As an
individual you admire, a mentor is a rich source of
information about your own values and beliefs.

% Who comes from within your current organization,
although you may continue with a particular
mentor over time even if one of the two of you
leaves the organization where you had connected
in the first place. Internal mentors (those chosen
from within your own organization) add valuable
perspectives on relevant issues of corporate
culture, politics, and people that external mentors
may not have. Internal mentors typically have held
positions to which you aspire, serving as a “master”
role model for skills that need to be developed to
reach the “nextlevel.”

But not every organization either supports or is of suffi-
cient size or resources to provide an appropriate mentor for
those at alower tier. In these instances, mentors may need to be
identified from within academia (for example, prior teachers/
professors) or from within occupational groups, such as na-
tional or state professional organizations to which you be-
long. Because mentors tend to be voluntary roles, the use of
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external mentors requires a full mutual understanding of how
the relationship will function, both formally and informally,
so that advantage is not taken of your mentor or the time he
or she spends in a mentoring role with you.

A mentor is a trusted advisor who can provide seasoned
wisdom about situations you are facing or are likely to face.
Mentors are, primarily, teachers; they guide you in behaviors
and personal decision-making, based on the depth of their
own experience. The best mentors are attuned to the value of
emotional intelligence. They can help you develop greater
emotional self-awareness and business intuition, which, in the
end, results in more self-reliance and, ultimately, less depen-
dence on the mentor’s input.

Coaching
There are a number of ways in which coaching services
can be delivered and received.

One is coaching from your direct supervisor, whose role
includes the function of assisting you in developing as a pro-
fessional within the organization and in achieving your per-
formance goals. This type of coaching is both highly valuable
and has a high degree of utility, because such input is “from
the horse’s mouth,” so to speak. The individual who will rate
your job performance can provide you with an awareness of
your strengths and weaknesses, and help you formulate a per-
sonal performance improvement plan. You can learn: What
goals should I be aiming for? What specific skills or behaviors
should I work on to prepare me to achieve excellent perfor-
mance and perhaps to move on to the next level? And perhaps
more importantly, h-ow can I work on developing these most
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important skills (and how can the supervisor support this learn-
ing)? A manager can be a hands-on guidance system in the
process of coaching key leadership aptitudes. The only limita-
tion to this type of coaching is that your skill development
process is somewhat circumscribed by the parameters of the
particular job at a particular organization and by the coaching
talents of that particular boss.

Another type of coach is one you hire or one the orga-
nization engages on your behalf, as part of a leadership/
management/professional development training initiative.
This type of coach offers guidance, motivation, and direction
in support of mutually identified Transformational, Develop-
mental or Succession-Supportive goals.

Transformational Coaching involves the need to alter a
problematic or unsuccessful communication or leadership
style. In such cases, you may have received feedback that your
style is not as effective as you or others within the organiza-
tion would like it to be. The goal is to make changes in one’s
communication, interpersonal, or leadership style in order to
improve performance in your current role. This, in essence, is
problem-centered coaching, focused on turning around areas
of performance that have generated concern from those
around the manager. Most often, Transformational Coaching
isimplemented when an individual has acknowledged strengths
in many areas of job performance, but requires guidance within
an area where feedback has identified a specific developmen-
tal challenge. Frequently, the developmental challenges that
are the focus of Transformational Coaching pertain to inter-
personal sensitivity and skills, or other aspects of EQ. The
model case for Transformational Coaching (but not the only
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reason it may be needed) involves the manager who is bril-
liant technically and admired by clients, but rubs people the
wrong way interpersonally when performing supervisory du-
ties or within team efforts at work. The coaching helps address
the inevitable negative rippling effect on morale and organiza-
tional performance.

Developmental Coaching focuses on a process of nurtur-
ing self-awareness skills and competencies that individuals will
require in order to perform in newly assigned supervisory or
professional roles, or to prepare talented staff to take onlead-
ership roles in the future. This supportive learning is particu-
larly valuable for new managers or for managers who have
been promoted to higher levels of responsibility. Examples of
goals established through a Developmental Coaching relation-
ship include:

% Establishing boundaries with individuals with whom
one has a new relationship, such as former peer
coworkers who now fall under your supervision.

% Expanding skills in leading teams, managing
conflict, and/or communicating and interfacing
with key clients.

% Developing public speaking or presentation skills,
along with communication methods to command
greater respect and influence amongst customers,
new peers, or superiors.

Succession-Supportive Coaching is similar to mentoring,
only it is conducted with an experienced executive coach who
supports individuals in developing more executive level skills
that they will need as they proceed toward more advanced
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leadership responsibilities within an organization. The coach
is much more responsible than a mentor for assessment of
existing skills and for assessment of skills needed at the next
level. Executive coaches are more likely to formulate a writ-
ten plan to develop relevant skills. Psychological testing may
accompany the coaching, as part of a formal assessment phase
of the coaching process.

Psychological Testing

Whereas 360 Degree Appraisal feedback presents indi-
viduals with subjective opinions about how they are perceived
by others, psychological testing provides highly objective feed-
back based onindividuals’ own responses to questions or state-
ments that measure personality style and Psychological Type.
With psychological testing, you can learn about what a stan-
dardized, reliable, validated test instrument tells you, based
on your own opinions about yourself.

Several psychological assessment tests are worth highlight-
ing because they have proven to be very valuable in the work-
place as a self-awareness tool.

Myers Briggs Type Indicator (MBTI)

The Myers Briggs Type Indicator (MBTI) is a self-report
questionnaire designed to make Carl Jung’s theory of “Psy-
chological Type” understandable and useful in everyday life.
The MBTI will help you identify your strengths and unique
gifts. You can use the information to better understand your-
self, especially in areas for potential growth.

“Psychological Type” is a theory Jung developed to ex-
plain apparently random differences in people’s behavior.
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From his observations of clients and others, Jung found pre-
dictable and differing patterns of normal behavior. His theory
of “Psychological Type” recognizes the existence of these
patterns or types and provides an explanation of how types
develop.

According to Jung’s theory, predictable differences in in-
dividuals are caused by differences in the way people prefer
to use their minds. The core idea is that when your mind is
active, you are involved in one of two mental activities:

1. Taking in information, or perceiving.

2. Organizing that information and coming to
conclusions, or judging.

Jung observed that there are two opposite ways to per-
ceive, which he called sensing and intuition, and two opposite
ways to judge, which he called thinking and feeling. Everyone
uses these four essential processes daily in both the external
world and the “inner world” we have been addressing in this
chapter. Jung called reactions to the external world of people,
things, and experience extroversions and those to the internal
world of inner processes and reflections introversions.

Jung believed that everyone has a natural preference for
using one kind of perceiving and one kind of judging. He also
observed that a person is drawn towards either the external
world or the internal world more than the other. Asyou exer-
cise your preferences, you develop distinct perspectives and
approaches to life and human interaction.

The variations in what you prefer, use, and develop lead
to fundamental differences between people. The resulting pre-
dictable patterns of behavior form Psychological Type.®
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Taking the MBTI can provide you with valuable insights
about how you interact with people, both at work and at home
or in the community. It is a quite valuable self-assessment
tool. We encourage individuals to take it at least once to get
a sense of what the MBTT tells them about their psychologi-
cal type and tendencies in sensing, intuition, thinking, and
feeling.

California Psychological Inventory (CPI)

The California Psychological Inventory (CPI) assessment
instrument was developed years ago as a dynamic and objec-
tive measure of personality and behavior. The CPI provides
an accurate, complex portrait of professional and personal
styles. It is a test developed specifically with the workplace
and organizational leadership assessment in mind. The test
provides a detailed personal portrait of an individual by de-
scribing personality characteristics across several scales, in-
cluding a set of scales called “Folk Scales.” The “Folk Scales™
include an assessment of:

% Social expertise and interpersonal style (for
example, dominance, capacity for status, self-
acceptance, empathy, and others).

% Maturity, and normative orientation and values
(responsibility, socialization, and tolerance, for
example).

% Achievement orientation (for example,
achievement via conformance and achievement
via independence).
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*

Personal interest styles (psychological-
mindedness, flexibility, and femininity/
masculinity, for example).
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In addition, 13 “Special Purpose Scales” are available, to
report on:

*

*
*
*

Creative temperament.
Managerial potential.
Tough-mindedness.

A number of both practical and experimental
dimensions of “operating style” and behavior.’

Other assessment instruments that are useful in evaluat-
ing a professional’s interpersonal and leadership tendencies
include:

*

Thomas Kilman Conflict Mode Instrument, which
provides input specifically about your style in man-
aging conflict, as well as associated communica-
tion and personal effectiveness characteristics.

Fundamental Interpersonal Relations Orientation-
Behavior (FIRO-B), which is an instrument for
those who want to understand individual person-
ality dynamics, how personal needs affect inter-
personal relationships, and your compatibility with
others. Given our focus on interpersonal skills in
the workplace, the FIRO-B is an inexpensive, easy-
to-complete and quite valuable tool for you to use
as a means of expanding self-awareness in this area.
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There are a number of convenient psychological testing
sites available on the Internet. We recommend you use a site
where you can access both the tests and a trained, licensed
psychologist who can review the test results with you, ideally
by phone or in-person, in real time. Such a site exists at
www.feedbackshop.com.

Summary

Expanding self-awareness is a lifelong process. Its posi-
tive effects are cumulative. An avid interest in learning as much
as we can about ourselves makes it easier for us to maintain
self-control, demonstrate “presence,” and build relationships
with others. If what we are aware of empowers us and what we
are unaware of controls us, then greater self-knowledge is the
fundamental feature of a plan for developing more personal
power and for improving one’s overall personal effectiveness.

There are a number of ways for you to begin the process
of taking concerted action to expand your self-awareness.
These include:

% Exploring your “inner voice” by affirming a
personal credo that reflects your core beliefs and
values.

>

Seeking feedback from others.

>

Engaging in a dialogue with trusted external guides
in self-learning, such as mentors or coaches, to
add depth and richness to your self-awareness
development.

% Taking several recommended psychological
assessment tests and reviewing the test results with
a trained, licensed psychologist and/or coach.


www.feedbackshop.com
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Write a Tribute to Yourself

“Let me introduce you to someone I really admire. His/Her
name is (your name).
Rather than simply list his/her background and accomplish-
ments, I’d rather give you a sense of them as a person, and
why these traits are so admirable.

(your name) 1s

Acceptance Speech

“Thank you for the kind words. I would like to share a iittle
about why this award is so important to me.”

Exercise review: What does your tribute tell you about what
is important to you? What does it tell you about what you
value most? What does it tell you about ways in which your
values and behaviors will be appreciated by others?

Record Lessons of Leaders You Most Admire

In our lives, we experience many types of leadership: from
political authorities, religious or spiritual figures, movement
leaders/change agents, or others who champion causes, to
those who personify transcendent values or teach valuable les-
sons to those with whom they come in contact.
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“If I had to choose one or perhaps two individuals who have
had a truly profound effect on me as a person, I would choose

Here are the lessons I learned that were exemplified, taught,
or otherwise demonstrated by these individuals.” (Complete
at least one lesson, but you also have the opportunity to record
multiples lessons if appropriate.)

Name of leader/individual you admire:

Lesson:

(concise summary of lesson).

Explanation of why this is an important lesson for me:

Name of leader/individual you admire (same or new):

Lesson:

(concise summary of lesson).

Explanation of why this is an important lesson for me:
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Personal Credo Statement(s)

“In performing my professional or business activities, |
believe:

“In my personal relationships and interactions—with family,
friends, neighbors, and others in the community—I believe:

“For me to achieve the highest quality of life, I believe:

The following is my Personal Mission Statement: (A Personal
Mission Statement clarifies “big picture” goals that you have
foryourself, framed from a positive perspective. (For example,
rather than saying, “I will stay out of debt” you should make a
statement that you will “borrow money wisely” and “achieve
financial freedom to optimize my quality of life.”)




Sample 360° Feedback Project Rating Form

Instructions: Please complete this Rating Form, using the Rating Scale shown below (v the appropriate box).

Name of Individual Being Rated:

Date:

Indicate appropriate

Q Self-rating

Q I report to individual

Q1 am individual’s supervisor

relationship: O I am a peer with individual O I am an outside customer O Other
Rating Scale for Measures Being Evaluated
Consistent Occasional Acceptable Development Significant No
High High Proficiency Needed Development | Exposure or
Proficiency Proficiency Needed Knowledge
S 4 3 2 I N/A

Does not allow
immediate pressures to
influence actions that
go against stated values.

Is comfortable asking for
input and feedback from
others as way to expand
his/her own awareness.

Maintains authority by
building relationships
with others on the job
that are appropriate to
his/her work and
supervisory role.
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Consistent
High
Proficiency
5

Occasional
High
Proficiency
4

Acceptable
Proficiency

3

Development
Needed

Significant
Development
Needed
|

No
Exposure or
Knowledge

N/A

Provides job feedback
in @ manner that
motivates individuals to
achieve higher levels of
performance.

Is able to find common
ground with those of

different points of view
in workplace conflicts.

Makes an effort to
understand others’
perspectives.

Provides leadership so
others treat people with
respect.

Invites the expression
of a broad range of
perspectives.
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Sample 360° Feedback Project Rating Form (continued)

Consistent
High
Proficiency
5

Occasional
High
Proficiency
4

Acceptable
Proficiency

3

Development
Needed

Significant
Development
Needed
|

No
Exposure or
Knowledge

N/A

Deals effectively with
different types of
people styles/
personalities.

. Communicates

information in a way
that gains acceptance.

. Involves the team in

decision-making when
appropriate.

. Shows through his/her

actions sensitivity to the
needs of others.

. Surfaces and resolves

conflict in the group
effectively.

. Delegates appropriate

and challenging work.

I_‘I7$3
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Consistent Occasional Acceptable Development Significant No
High High Proficiency Needed Development Exposure or
Proficiency Proficiency Needed Knowledge
S 4 3 2 | N/A

. Anticipates problems

and opportunities and

takes action. =
S
1 6. Gives timely feedback ;;
to others on their =
performance. _‘%’
QO
I'7. Uses interpersonal 2
influence to guide R
others toward goal &
attainment. ;'.:
N
| 8. Perseveres in the face ﬁ
of obstacles. 5
1%}
1 9. Establishes and
maintains trust.
20. Has a strong customer

focus.

NOTE: This is an abridged version of a 360° Feedback Survey, focusing mostly on dimensions that relate in a broad
sense to the 6 Habits of Highly Effective Bosses model and to its general themes. It is by no means a comprehensive
survey that an organization might use for a broad-based 360° Multi-Rater Feedback project.
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J Chapter 5 L

Habit #2:
Practicing Empathy

“Do your listening skills, life experiences, and
intuitions about human nature come together
and help you read people? Could any

skill be more valuable in the workplace?”

—From Tip #17, “Practice Empathy,”
in 20 Communication Tips @ Work,
by Dr. Eric Maisel'

Introduction

In the previous chapter, a quote from Dag Hammersjold
helps elucidate the process of making the natural transition
from our first building block of indispensable people manage-
ment “habits”—one primarily focused within—to the contigu-
ous foundation-layer building block that focuses more
externally, on understanding others. The habit of inner ex-
amination, Hammersjold advises us, creates greater aware-
ness of “what is sounding outside.” The message’s advice is
clear: Know thyself to know others. Listen to yourself in

87
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order to listen to others. Appreciate yourself to appreciate
those around you. It is a process that implies that gaining
greater awareness about what you are thinking and feeling
leads to greater skill in being able to read and interpret what
is going on around you. And the more adept you are at sens-
ing what others are thinking and feeling, the better equipped
you will become at knowing what messages to send to people
who work for you, and how to frame them.? The skill involved
in this process is called empathy.

Defining Empathy

The term empathy derives from the Greek word empatheia,
or feeling into; the ability to perceive the subjective experi-
ence of another person. For our purposes, empathy is defined
simply as:

“The capacity to understand and respond
effectively to the unique experience of
another.”

Given this definition, it is evident that empathy includes
three main components: understanding, responding effectively,
and a focus on the unique circumstances of people and situa-
tions. Let’slook at each of these three components separately.

Certainly managers are required to have solid understand-
ings about a number of things regarding the people who work
for them. They need to understand, for example, the basics:
the essentials of the jobs that report to them, the require-
ments for performing these jobs, what superior performance
looks like, how the job gets done extremely well, and much
more. But these types of technical understandings only scratch
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the surface about what a manager needs to know and appreci-
ate. Following Theory Y principles, it is at least, if not more
important, for managers to understand:

% How each staff member adds value to the
enterprise, and to the satistaction of the
enterprise’s customers.

% What each individual staff member’s training
and development needs are.

# How each individual staff member can maximize
his or her full potential.

% What motivates each direct report, and how
each of these individuals is likely to respond to
varying motivational techniques.

Do you see the difference between the more superficial,
“content-oriented” technical understandings (for example,
job specifications) versus the more interpersonal, “process-
oriented” understandings that characterize the skill of em-
pathy? Obviously, there are an almost infinite number of
additional “understandings” upon which a manager can fo-
cus. But the crucial point is that, as is the case in the process
of self-examination, there are deeper and richer understand-
ings about people that help connect a leader to his or her
team. The effort to create or achieve the more interpersonal
“process”-oriented understandings at work is at the core of
empathic supervisory practice.

Responding effectively to situations that present themselves
at work is also an essential component of managing others.
Judgment about which response to employ in different situ-
ations is a crucial part of managing people with empathy.
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Armed with understanding, a manager can tailor a response
that fits the person and the situation. Empathic responses to
situations imply an effort to “read” the situation and select
the correct response accordingly. Management should never
be “one size fits all.”

The skill of empathy then adds another dimension to the
ability to understand and respond to people in work circum-
stances. Empathy focuses on communicating with others in a
way that makes them feel uniquely understood. It involves an
ability to assess the unique circumstances of people—what
seems to be going on inside them in the here and now, what
they are feeling, how they are showing it with body language
and affect, what type of core personality they have, what val-
ues drive them, and much more. Empathy is sparked by a
natural curiosity about people. Managers need to nurture and
develop that sense of curiosity about what people are experi-
encing, in order to focus in on their unique circumstances.

The Difference Between “Sympathy”
and “Empathy”

It is important to have an appreciation for how the terms
sympathy and empathy relate to each other. The distinction
between these two seemingly analogous terms lies in the differ-
ence between “feeling for” someone (sympathy) versus “feel-
ing with” someone (empathy). The sympathetic response feels
for someone out of an orientation to one’s own experience.
The empathic response feels with the person, based upon an
orientation to the other person’s unique circumstances. Sym-
pathy is a form of agreement, rather than an exploration of
feeling—it is emotionally distant. Empathy, on the other hand,
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is emotionally connecting. Empathic listeners feel others’
pain, joy, grief, and frustration. Sympathy leaves the other
person in the interaction feeling supported but not uniquely
understood.

Experiencing Empathy

Tounderstand what empathy is and its importance to hu-
man relationships of all kinds, consider your own experience
with it. Think about an interaction or series of interactions
with another person in your life, when you felt:

% Asif your words had been listened to
completely, and therefore truly understood.

% Engaged, rather than simply heard, ina
conversation.

% Pleased that the interaction took place, because
it created a feeling of connection to the other
person.

% A wish to have additional opportunities for such
interactions with this person.

The interaction you chose may have been part of a loving
relationship or friendship. Obviously, empathy is a key com-
ponent of intimacy with others, because of empathy’s power
in connecting people to one another.

The interaction you chose also may have been a profes-
sional one. Teachers, academic supervisors, mentors, clergy,
or medical/psychological caregivers are common examples
of the types of individuals who can model empathy in pro-
fessional relationships. They listen in order to be of service,



9> 6 Habits of Highly Effective Bosses

to help in meeting different types of educational, professional,
spiritual, or medical needs. When we receive an empathic re-
sponse, we feel as though our problems matter, as though our
growth or development is important to someone else, and that
we are unique and also uniquely understood.

Teaching Empathy

Can empathy be taught? It is an interesting theoretical
question, one for which there is a temptation to construct a
complex answer. Certainly, many developmental psychologists
have made careers out of studying and promoting complex
theories about a person’s capacity to care about others, to
bond with children and/or form friendships. We, on the other
hand, prefer to keep it rather simple. We would respond that,
yes, because empathy is a skill, it is one that can be exercised
and developed, as a muscle can, and one that gets better with
regular and routine repetition. This being said, it is important
to add an important caveat: It helps a great deal if one has had
prior models for empathic communication in one’s family,
academic, and/or work life. Although parental empathy draws
the most interest from the field of clinical psychology, we have
found that former teachers, counselors, coaches, clergy mem-
bers, and other figures that surround us through our lives can
wield a powerful amount of influence on the development of
our ability to show empathy to others. Role models play a
significant role in our learning and our personal and profes-
sional development. Humans tend to “ape” the behavior that
they value most. Accordingly, it is important for managers to
understand that they often serve as role models for future
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managers, especially when their own behavior and personal
effectiveness as aleader are deemed to be highly admirable.

The two interrelated areas of empathy skill development are:

1. Empathiclistening.
2. Expressing empathy.

The latter requires the former. A manager needs to un-
derstand the value of hearing what others say and of doing so
with involvement and feeling. The manager then can focus on
how to express empathy back to others in verbal interaction
more naturally and helpfully.

Empathic Listening

“To ‘listen’ another’s soul into life, into a
condition of disclosure and discovery, may be
the greatest service that any human being ever
performs for another.”?

—Douglas Steere

“Empathic listening gets inside another person’s
frame of reference. You look out through it, you
see the world the way they see the world, you
understand their paradigm, you understand how
they feel.”

—Steven Covey
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For managers, listening with empathy requires givingup a
self-centered view of work and of one’s status in an organiza-
tion. Giving up a self-centered orientation allows a manager
to participate fully in the other person’s experience.

“Constituents come to believe in their leaders—
to see them worthy of their trust—when they
believe that the leaders have their best interests
at heart. Leaders who are clearly only interested
in their own agendas, their own advancement,
and their own well-being will not be followed
willingly.”s

At the heart of this “other-orientation” is the art of listen-
ing. It requires discipline and energy, directed externally rather
than internally. Managers need to evaluate how much time
they spend talking (often behavior that is self-oriented) and
how much time they spend listening (most often behavior that
is externally-oriented).

Now, let’s take a moment to review some key points about
empathic listening:

Empathic listeners do not:

% Spend most of the time rehearsing what they intend

to say—once it is their turn to talk—during the
process of hearing other people speak.

% Tend to rush in and fix things with their good
advice.

% Pick up certain phrases or pieces of the statements
from others and ignore the rest.
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Make up their minds before they hear the entire
scope of the other person’s words.

Connect everything another person says to their
own experiences, not honoring the uniqueness of
the other person’s thoughts or feelings.

Empathic listeners do:

*

*
*

*
*

Make a conscious effort to respond to what is left
unspoken.

Set aside their biases and prejudices.

Connect with another person’s emotions without
getting too carried away with them.

Give people a chance to explain themselves fully.

Focus and concentrate on the conversation without
distraction.

925

In essence, you need to prepare yourself to listen more
empathetically:

“If you can let down your defenses, quiet the
chatter in your mind, and turn all your
attention to the person opposite you, you will
suddenly know what her words and actions
mean.”

6 Ways to Prepare Yourself to Practice

Active Listening

4+ Eliminate distractions. Put the phone on voice mail, close
the door to the office, and put away things you are
working on.
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Expect moments of silence, and be comfortable with
appropriate silence. Allowing silent interludes between
expressions of issues, facts, or feelings conveys patience,
understanding, and a willingness to let a story unfold.

Concentrate on maintaining good eye contact. This will
help demonstrate an interest and connectedness to the
speaker.

Clear your mind and focus on hearing what the speaker is
saying. Other work issues about which you are concerned
need to be set aside during the discussion, to allow you to
listen effectively.

Look to avoid snap judgments. Engrained judgmental
attitudes can thwart an effort to gain an understanding of
another’s unique circumstances.

If you intend to keep notes, plan to write down only key
points. Put your pen down at times, to open yourself to
focusing on and listening to the other person. Excessive
writing interferes with the ability to listen to everything
that is being said, and it can be a way of maintaining an
emotional distance that impedes empathic listening.

As its definition conveys, empathy stems from feeling with

the other person. Empathic listening emphasizes an interest
in fully understanding the other person’s circumstances and
viewpoints.

The idea is to focus first on understanding, before focus-

ing on being understood. It is always important to keep this
order of priority in mind, in all of our daily interactions. It is
probably the most integral part of becoming a more empathic
person, in business and in life.
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If one practices communicating at work in a way that
focuses on understanding before being understood by others,
empathic interactions are bound to take place.

Expressing Empathy

Let’s review how empathy is expressed to another person.
Empathic listening certainly begins the process of expressing
empathy to the other person. Empathy is expressed during
listening when the other person feels heard. However, pure
listening in and of itself does not create an empathic interac-
tion. One must respond to the circumstances of the other per-
son in order to express empathy, in order to make him or her
feel uniquely understood. Here are some suggestions to per-
form this important interpersonal communication skill:’

% Ask open-ended questions.
Slow down.

Pay attention to your body.
Learn from the past.

Let the story unfold.

*» % % ¥ %

Set limits.

Ask Open-Ended Questions

Asking effective questions helps managers perform their
supervisory responsibilities. Almost by definition, empathic
questions need to be open-ended. A “yes” or “no” answer
simply does not allow for enough information to be shared
that will facilitate a deeper, more empathic response.

Hint! Empathic communicators regularly use discussion-
facilitating bridging techniques such as “tell me more about,”
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“explain to me,” or “share with me” into their open-ended
questioning. These interviewing or questioning techniques set
atone of shared interest and experience. They actually change
the discussion from a “question and answer” format to more
of a shared communication experience. They add a level of
comfort to the discussion, because direct questions are often
experienced by the question recipient as more threatening and
anxiety-producing. The difference between encouraging an-
other person to simply share his or her experience versus elic-
iting an answer to a direct and potentially pointed question
reflects your communication values: It is the difference be-
tween an effort to connect with someone as opposed to an
attempt to challenge someone, to put someone on the spot.
The fact is that these communication bridges elicit better an-
swers and help produce a better level of understanding. This
is a great empathic communication habit to use in all areas of
your life. It really works!

Slow Down

Expressing empathy takes time. The workplace can’t al-
ways accommodate this need to slow down. The demands on
one’s time at work can be overwhelming. A manager often
operates in a hectic matrix of cross-functional communica-
tion and shared responsibilities. Some interactions between
managers and their direct reports need to be brief, concise,
and time-limited. However, just as managers should not rush
into important decisions that require substantial information,
they also have to be sensitive to the need to create opportuni-
ties for interactions with others that can proceed at their own
pace. Unrealistic time restrictions can subvert an exchange
when one wants to express empathy. Clearly, when a person is
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sending strong signals to a manager of his or her frustration,
anxiety, or anger, the interaction that takes place to resolve
problems cannot be rushed.

Hint! 1t is not always the manager’s busy schedule that
forces a need to “slow down” and to create the kind of sub-
stantive, uninterrupted exchange that allows one to exercise
empathy. At times, it is the manager’s direct report that needs
to be told to take a more deliberate approach to a problem.
Some more difficult employees may seek to reinforce a stress-
ful, chaotic environment with unreasonable time demands,
because it is a work culture that fosters disagreements and
resentments. A manager may need to “pull the plug” on the
charged-up, hectic work environment from time to time and
insist on a slower-paced discussion that allows the manager to
understand and respond empathically to the work dilemmas
at hand.

Pay Attention to Your Body

The body is an excellent barometer of one’s feeling state.
When practicing empathy, “step back” mentally from time to
time and consider your own body’s messages. Empathy is fa-
cilitated by emotional self-awareness. You need to consider:
Are you tense (tight muscles, stiff)? Agitated (excited, racing
pulse, flushed)? Bored or increasingly distant (not concen-
trating, sleepy, yawning, eyes wandering)? The body can pro-
vide you with signals that allow you to re-focus or acknowledge
an affective reaction to the content of the discussion. When
appropriate, you may wish to note your body signals to the
other person. Sharing one’s physical response to what is oc-
curring can facilitate the inclusion of emotional context into
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the interaction, which often has the effect of creating greater
human connectedness and improved mutual understanding.

Hint! Do not share a sexual response from your body. It is
never appropriate to do this.

Learn From the Past

We all bring our own experiences to interpersonal inter-
actions. We are all observers of human behavior in many
ways. Some of these experiences and observations can help
us understand what another person is telling us and what
may have been left unsaid. The power of empathy can be
especially strong when we base an empathic response on pre-
vious experience—especially a response that makes note of
what has been left unsaid—and it “hits the mark” in the per-
son with whom we are communicating. The universality of
experience is very reassuring to people. It says, “Yes, I have
felt that,” or “You know, I have experienced that, too. You
are not alone.” This kind of genuine sharing of experience can
make people feel uniquely understood.

Hint! Be careful not to let the central focus of the discus-
sion switch from the other person back to you, if you choose
to share a piece of your experience or background as a way of
reinforcing your understanding. The rationale for sharing
something from your past should be to reinforce the message
that the other person’s circumstances are not uncommon and
that they are not alone in having to experience what they are
experiencing. This kind of supportive message is valuable.
What is not as valuable is turning the discussion back to a
focus on your unique circumstances. Practicing empathy is
other-oriented; it is not really about your needs. It is more
about understanding others.
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Let the Story Unfold

As we slow down and avoid snap judgments, we create an
environment that lets the other person’s story unfold. The
empathic communicator asks him/herself, “Have I heard this
person’s full ‘story’? Do I understand?” This is a skill that
takes much practice. Indeed, it is an art to determine that a
story that one is listening to is not full or is incomplete and to
use this determination to facilitate a deeper understanding. It
is almost always useful to probe for more information about a
circumstance—if all necessary information has been elicited,
the other party will either tell you so, or the information will
become increasingly redundant with what has been elicited
before. But the process is one in which the other person is
granted permission and the psychological space to expand on
parts of the story that have yet to be revealed. Many of us
have an urge or compulsion to move forward with solutions
too quickly, before all circumstances are known and under-
stood. We want to add value, so we quickly seize on a solu-
tion. But when the solution is rushed, the other individual will
leave with the sense that the problem received inadequate at-
tention and was not fully understood.

Hint! Assess your own comfort level with silence. When
attention is being paid and an empathic connection is made,
silence can be a wonderful opportunity for further reflection
on the whole story. Don’t rush into breaking a “meaningful”
silence.

Set Limits

Setting limits sounds as though it’s good, general advice
for managers, but what has it got to do with empathic com-
munication? The answer to this question involves the use of
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empathy to help another person focus on what needs to be
understood. When someone’s thoughts seem disconnected,
“scattered,” or fragmented, the empathic communicator will
need to confront this artfully and move the person back to the
true “unique circumstances” for which empathic understand-
ing and responsiveness are needed. Empathy is strongest when
the other party acknowledges this and appreciates that the
listener will not be easily swayed or will not follow distracting
ideas or behaviors that force the discussion “off track.”

Hint! Common techniques to gently set limits within an
interaction in which extraneous material is inserted include,
“Let’s try stay on point, if we can” or “I think we really need
to focus on the primary issue here, which is....”

Techniques for Expressing Empathy

There are techniques, used widely by educators, media-
tors, caregivers, and others with professional responsibilities,
that are integral to exercising advanced empathic communi-
cation skills. Indeed, these techniques become second nature
to these individuals as they perform their teaching, conflict
resolution, or caregiving duties. Managers would be well served
to incorporate these empathic techniques into their workplace
interactions as well.®

The first way to express that you are listening closely and
wish to understand the other person is to mimic content. This
means that you essentially repeat or copy the other person’s
words or last few words, more or less verbatim.
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Example:

Employee:

Manager practicing empathy
may nod and say:

Employee:

Manager practicing empathy:

“The project deadline is only
about a week away.”

“Yes. The project deadline is
only about a week away.”
(Follow this with silence but
active eye contact and
continued engagement in the
conversation.)

“I don’t know if we have the
manpower to accomplish this
project on time.”

“Okay, so you don’t know if
we have the manpower to
accomplish this project on
time. Tell me more about
that.”

This technique is simple to use. It is a rudimentary method
of making the person feel heard, understood, and responded
to. Despite the simplistic nature of the technique, mimicking
content can be useful—especially at an early stage in the con-
versation. As you allow the story unfold, mimicking content
and then asking for more information (and remaining silent

until it is shared) can give the

other person the “psychologi-

cal air” that facilitates more useful sharing of problems and

issues.

Let’s move on to the second stage of empathic communi-

cation. It is a technique that

entails rephrasing the content.

Let’s practice this on the same exchange as before.
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Employee: “The project deadline is only
about a week away.”

3

Manager practicing empathy: “Yes, the deadline is really

coming up quickly.”

Employee: “Ijust don’t know if we have
the manpower to accomplish
this project on time.”

Manager practicing empathy: “So your sense is that we are a
bit undermanned on this
project, especially with the
deadline only a week away.”

Rephrasing the content is more responsive than pure mim-
icry, because it conveys more thoughtfulness in the response.
This technique can make the listener appear more engaged
and willing to take in and synthesize the content of the discus-
sion with attention to what has been said.

The third developmental stage of empathic communica-
tion is to reflect the feeling. By adding an attentiveness to their
staff’s feeling state, managers are able to move closer to “feel-
ing with” them (that is, being empathic). Now the exchange
might go this way:

Employee: “The project deadline is only
about a week away.”

Manager practicing empathy: “It sounds to me like you are
very anxious about meeting
thisupcoming deadline.”

Employee: “Ijust don’t know if we have
the manpower to accomplish
this project on time.”
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Manager practicing empathy: “I hear your frustration that
you don’t have enough
resources to work with to get
this project done correctly.
Tell me more about what’s
frustrating you.”

In this third stage of expressing empathy, you are once
again tapping into the skill of emotional literacy, a key part of
the process described in the preceding chapter about the value
of self-awareness. Empathy is manifested by choosing the cor-
rect word to convey the true feeling captured in what was said
and how the words were expressed. It is rather easy to gauge
if an attempt to reflect the feeling hits the mark. The other
person in the interaction either will confirm quickly that you
have nailed exactly what he or she is feeling or the person may
hesitate, perhaps modifying the word to more accurately con-
vey the feeling, or even denying the feeling altogether. But the
effort to reflect the feeling rarely goes unrewarded. Even if
the feeling selected is slightly different than one affirmed by
the recipient, the effort to try to understand the emotions of
the other person typically is appreciated. It creates connec-
tions between people that may not have been present during
the more content-focused interchange (mimicry or rephras-
ing content).

Finally, the fourth stage of empathic communication brings
content and emotions together. This stage essentially com-
bines the previous two stages; the task is to rephrase the con-
tent and reflect the feeling. This advanced skill uses active
listening to affirm the information that has been shared and
to sense the feelings attached to this content or information.
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Consider the greater opportunity for the employee feeling
uniquely understood from the following exchange:

Employee: “The project deadline is only
about a week away.”

Manager practicing empathy: “Yes, we are getting closer to
having to finish up this
project. You sound a little
anxious about it.”

Employee: “Ijust don’t know if we have
the manpower to accomplish
this project on time.”

Manager practicing empathy: “So it’s your sense we are
undermanned if we want to
get this project done on time.
That must be pretty
frustrating for you. Tell me
more about what is most
frustrating to you.”

Clearly, the ability to rephrase content and reflect feel-
ings creates strong opportunities for empathic communica-
tion. The employee is likely to feel uniquely understood and
responded to. The way is now paved for more open and mu-
tual discussion about the reality of the employee’s impres-
sions and for development of possible solutions.

Finding Common Ground

Empathy helps identify the “common ground” between
people, especially those in conflict. Managers who take the
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time to understand the nature of a conflict, who “let the story
unfold,” and who use the four-part technique for expressing
empathy that we just described are better able to uncover the
common ground that exists between two opposing sides in a
conflict.

When managers need to arbitrate a dispute as a third party,
there is a two-phase process that must take place, and then
unfold in sequential order. A problem clarification-focused
Differentiation Phase is the initial segment, and this is fol-
lowed by a more resolution-focused Integration Phase. In the
Differentiation Phase, the goals are:

% Todevelop aclear understanding of the
differences within the dispute.

% To gain mutual acceptance that the two parties’
respective positions are legitimate, if not
agreeable.

% Toencourage movement toward integration of
the two differing positions (to find common
ground).

Expert conflict mediators are adept at using the four de-
velopmental stages of expressing empathy to achieve success
in moving conflicted parties through both the differentiation
and integration phases. They follow the advice of Carl Rogers,
in his famous book On Becoming a Person:

“The next time you get in an argument...just
stop the discussion for a moment and for an
experiment, institute this rule. ‘Each person
can speak up for himself only after he has first
restated the ideas and feelings of the previous
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speaker accurately, and to that speaker’s
satisfaction.” You see what this would mean.
It would simply mean that before presenting
your own point of view, it would be necessary
for you to really achieve the other speaker’s
frame of reference—to understand his
thoughts and feelings so well that you can
summarize them for him. Sounds simple,
doesn’t it? But if you try it you will discover it
is one of the most difficult things you have ever
tried to do. However, once you have been able
to see the other’s point of view, your own
comments will have to be drastically revised.
You will find the emotion going out of the
discussion, the differences being reduced, and
those differences which remain being of a
rational and understandable sort.”

The goal, then, is not to “get one’s point across™; it is to
make sure that there is understanding between the respec-
tive parties to the dispute. By the time this process of mu-
tual clarification of positions has evolved and matured (after
some initial posturing, in most cases!), the parties are in a
far better position to start to find the common ground in their
dispute.

More on the Empathic Manager

How do managers express empathy in their leadership role?
The examples of “practicing empathy” in a management role
are virtually limitless. Certainly empathy is expressed in all of
these day-to-day leadership situations and circumstances:
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% When they lead individual and group or team
meetings and seek input from others. Empathy
drives the sincere interest in receiving input, and
it helps assess the common threads or trends from
the responses within the overall group, helping to
mold these common threads into mutual team
understandings.

% During periods of change. Empathic managers take
the pulse of their people during periods of rapid
and significant transition. They try to understand
the issues with which people are trying to cope as
pervasive change occurs. Certainly, gauging the
level of anxiety about both the near term and the
longer-term future is important to do. This under-
standing may result in any of a number of sensible
managerial responses: convening more staff meet-
ings; sending more e-mail updates or broadcast
voice mails to keep people better informed; hav-
ing 1:1 meetings with staff to allay individual fears;
refuting quickly any unwarranted (and often un-
true) speculation around the office about what
additional changes are down the road; and simply
being more available to people.

% In performance reviews, when the objective is to
motivate the person to higherlevels of performance.
An empathic manager tries to understand what the
employee is feeling in the review and works with
this understanding to conduct the performance ap-
praisal in a way that yields the feedback-sharing
outcomes that the manager desires.
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% When considering special requests. Having
empathy helps managers read situations, such as
the extent to which a special request deserves to
be treated as “special.” It is a skill that helps
managers understand the difference between
showing favoritism and showing responsiveness to
aspecial need.

These are just examples of practicing empathy. In reality,
managers need to practice understanding and responding to
the unique circumstances of others at all times, whenever they
interact with others or consider ways to get their team to per-
form at the highest level. Empathy is a critical communica-
tion skill that becomes engrained in a people-oriented
management style.

Summary

Empathy is a trait that is driven by an orientation outside
of oneself, to other people and to their feelings and their needs.
It is a skill that is characterized by caring about people. Em-
pathic managers tend to be adept at creating a more thorough
understanding of situations and of individuals and groups who
work for them. For the empathic manager, this focus on un-
derstanding situations and others supersedes an interest in
being understood, or in having the manager’s own views un-
derstood by others. Listening skills are at the core of empa-
thy. Effective managers listen, and they prioritize listening.
They remove the clutter in their mind and provide their staff
with the emotional presence and “psychological air” to show
that they value what they are hearing, that they are willing to
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take the time to find out what the staff’s input is. Effective
managers read situations well, based on their interest in get-
ting inside the other person’s frame of reference, to see what
this other person sees, so they can understand the situation
better. They use techniques that facilitate other peoples’ ability
tolearn about themselves.

Can practicing empathy become a habit of those whose
first inclination is to see things only from their own perspec-
tive, from the vantage point of “how does the situation affect
me?” We believe it is a habit that can be learned. There are
techniques to practice empathy that, when used regularly, can
slowly become engrained in a more empathic communication
style.

The most useful techniques to use for developing the habit
of empathic communication are to:

% Ask open-ended questions.

% Slow down, and let the story unfold.
% Pay attention to your body.
*

Learn from the past, and apply this knowledge
skillfully to the present.

>

Set limits when things become too scattered.

>

Express empathy by rephrasing the content and
reflecting the feelings in interactions with others.

Practice Exercise

Ask a person who reports to you to meet in your office to
discuss an update of a project or status of an assignment.
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Asyou begin the meeting, ask an open-ended question of
this person. The question can be either unrelated or related
to the assignment (your choice). Examples might include:

“(Person’s first name), tell me how are you holding up
under all the changes we are going through here.”

or

“Before we start, let me ask you, what has been the
most challenging part of getting this project
completed?”

Listen carefully to the person’s response. Practice empa-
thy by using the techniques discussed in this chapter. Try the
different developmental stages of expressing empathy: Mimic
content, rephrase the content, reflect the feeling. Consider
things that might have been left unsaid. Then, summarize for
the other person what he or she has said, and ask for confir-
mation that your summary is accurate. Continue this interac-
tion until there is mutual understanding.

Move on to the project that you brought the person in to
discuss. Ask as many open-ended questions as you can to
gather data and probe for understanding the other person’s
thoughts on the status of the project. Listen empathically—
let the explanations—that is, the “story”—unfold. Again, prac-
tice the advanced communication skill of rephrasing the content
and reflecting the feeling. Summarize the key points discussed
and the action plan going forward. Gain corroboration from
your employee that this summary is accurate and that the plan
makes sense.
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Exercise Review

In reviewing how you performed in practicing empathy in

a workplace interaction, a professional management coach
might ask the manager some or all of the following questions:

+

+

How did you establish an environment where you could
have an empathic interaction?

Was it hard for you to listen carefully and non-
judgmentally? Did you find yourself wanting to jump in
with a solution right away? How did you cope with that
temptation to perform a “quick fix? Explain.

What technique works for you in clearing your mind, so
that you can focus on trying to understand and respond
effectively to the other person?

Were there times when you needed to remain silent?
How do you feel about allowing an interlude of appro-
priate silence? How do you continue to show your in-
volvement in the dialogue during a silence?

Did your summaries of what you thought you had heard
correspond to what the person was trying to say, in the
other person’s view? What was the worker’s reaction when
you asked whether your summary of his or her viewpoint
was on target?

What did you “read” about the other person during the
interaction? What did you share with him or her about
what you were reading in him or her?

How much time did you spend talking and how much time
did you spend listening in this interaction? An 80:20
proportion is a good rule of thumb.
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J Chapter 6 L

Habit # 3: Following
“Golden Rule” Principles

“To encourage the best work from the people
we re responsible for, we need to consistently
provide the kind of leadership we’d like to
have for ourselves.”

—Janet Gallant, in Simple Courtesies—How
to Be a Kind Person in a Rude World"

Introduction

The third building block on the foundation level of our
pyramid-shaped model is actually hard to distinguish from the
“practicing empathy” block to its left. Indeed, the skill we are
about to describe was alluded to several times in the preced-
ing chapter. It involves the practice of truly getting inside an-
other person’s frame of reference, to understand the person
better and the person’s unique circumstances—in other words,
it requires empathy. The other foundation-layer building block,
expanding self-awareness, is relevant as well. To put oneself
inside another person’s frame of reference, it is important to
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be able to identify what one’s own reaction to a situation might
be—it requires an ability to assess and label one’s own feel-
ings. So, the three building blocks truly merge together. They
instruct the manager to know oneself, to use this knowledge
to be attentive and understanding of others, and then to turn
these insights into behavior and personal decision-making, by
acting in a way that understands what one would expect if the
“tables were turned.”

It is fascinating that mankind has developed a truly uni-
versal “Golden Rule” of human relationships. It is summa-
rized in a single succinct guideline promulgated by the ancient
Jewish scholar Hillel in the first century A.D.:

“Do not unto thy neighbor what is hateful unto
thee; that is the whole law.”

The beauty of Hillel’s insight lies in both the message it-
self and the message’s inherent simplicity. Rephrased for the
purpose of leadership development training, it tells managers,
“Treat others the way you would like to be treated. That’s
really all you have to learn. Manage this way, and things will
almost always work out very well for you.”

Indeed, it is a profound human revelation that so many
religious and philosophical preaching about divinely inspired
human behavior revolve around this Golden Rule. Consider
some of the other variations on the Golden Rule theme from
widely diverse societies and religions:

% Christianity: All things whatsoever ye would that
men should do to you, do ye even so to them.
Matthew 7:12 and Luke 6:13.
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% Buddhism: Hurt not others in ways that you
yourself would find hurtful. Udana-Varga, 5, 18.

% Confucionism: Surely it is the maxim of loving-
kindness: Do not unto others that you would not
have them do unto you. Analects, 15,23.

% Brahmanism: This is the sum of duty: Do naught
unto others which would cause you pain if done to
you. Mahabarata, 5, 1517.

% Islam: No one of you is a believer until he desires
for his brother that which he desires for himself.
Sunnah.?

You may argue that the Golden Rule primarily applies to
religion, to spiritual renewal sponsored by one’s chosen faith.
How does it apply to the rough-and-tumble world of secular
business? Many organizations and the executives who lead
them think it applies in a very fundamental way. Certainly
customer service decision-making derives from this basic prin-
ciple. When responding to an inquiry or complaint from the
organization’s all-important customers, it is always useful to
ask, “If [ were in the customer’s position, what would I want in
this situation, what would I think is fair, and how would I want
to be treated?” J. C. Penney instituted the Golden Rule as the
key operating tenet of the company. He was fond of saying,
“The Golden Rule is still golden.” Ewing Kauffman, a promi-
nent executive in the pharmaceutical industry, insists that ap-
plying the Golden Rule to the management of his company
makes eminent sense: “It’s just good business practice,” he
insists. Mary Kay cosmetics champions its “Golden Rule man-
agement” code.’
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If you agree that people skills matter a great deal in man-
aging others, then the Golden Rule certainly figures promi-
nently in formulating one’s interpersonal communication style.
It is the fundamental credo that supports how you communi-
cate with others and how you make decisions that affect those
around you.

4 Ways We All Want to Be Treated

What are the key aspects of following Golden Rule prin-
ciples? How does virtually everyone want to be treated? Four
core values stand out.

[. Treat People With Respect

The amount of respect people bring to their interpersonal
dealings with others is conveyed in many ways. One of the
more obvious manifestations of respect involves showing cour-
tesy to others at all levels of the organization, being polite in
interactions of every kind. Don’t you hate it when people are
impolite? When others disrespect you, through impolite be-
havior, doesn’t it drive you up a wall? But as importantly,
respect is also evidenced by a willingness to listen attentively
to others—empathic listening is respectful! Further, managers
show respect when they practice a Theory Y style of leader-
ship: by accepting others’ opinions and being willing to learn
from them, by delegating work, and by sharing authority. Re-
specting others engenders a reciprocal respect back to the
manager. Effective organizations are those that develop a cul-
ture of mutual respect.

People have a highly intuitive feel about whether they are
being treated with respect or not. There are many signals we
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send and receive that convey the level of respect being demon-
strated. Making good eye contact, paying attention without
distraction to others’ words, extending a hand promptly in greet-
ing, refraining from hurtful or insulting words or behaviors—
these are all signs of respect for others that people appreciate.

2. Show Fairness

Doing what is right rather than what is expedient can be
difficult, but it is widely admired. The Golden Rule’s premise
is that the best way to judge fairness is to turn the tables hypo-
thetically. “How would I feel if I were in his, her, or their
place?” What would my reaction be if, to paraphrase one of
Bob Dylan’s songs, for just one day I could walk inside an-
other person’s shoes? Reflecting on the situation if the tables
were turned adds valuable perspective. At times, it reinforces
that an existing policy or decision is correct. Managers have
often shared with us that after they considered the Golden
Rule implications of an action or statement, they proceeded
with the decision nonetheless because it was inherently fair—
all things considered. But predicting the other person’s reac-
tions based on what it would be if the “shoe was on the other
foot” is a very valuable part of the process and an important
part of feeling good about the ultimate fairness of decisions
that are made.

3. Display Honesty, Both in Words and Deeds

Nothing impugns a manager’s reputation more than the
“tag” of dishonesty. A manager’s reputation for honesty can
catapult his or her career, and a liar’s tag is very harmful.
People admire being leveled with. Conversely, it is insulting
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to be lied to. Lies contaminate human relations in ways that
are difficult to repair. Trust builds at different speeds in people,
but it deteriorates at a very rapid rate when it is betrayed.

Honesty relates to the Golden Rule in obvious ways. Sim-
ply put, people expect others to be truthful to them and are
willing to be open and truthful to others in turn.

4. Embrace Diversity

People in the modern workplace bring with them a range
of different cultural, ethnic, gender, social, and family back-
grounds. These differences should be cultivated for the val-
ued perspectives they include. And, as we showed earlier in
the chapter, intrinsic values overlap across different cultures
and religions. Groups with members from a widely diverse set
of cultures are still bound together by many common values—
and often these common values are those that matter most,
such as following principles embodied in the Golden Rule.
But specific responses to stimuli created within organizational
groups or team may differ, as a result of the way that different
stimuli are perceived. Having a different background and per-
spective on situations clearly impacts one’s response to situa-
tions. For a manager of a diverse staff, the ability to “turn the
tables” and get inside the frame of reference of someone who
was raised in a different culture may be problematic at first. It
may be difficult to understand how someone else wishes to be
treated, unless the manager has a good grasp of the cultural
nuances and behaviors that exist in people with whom he or
she is interacting. So what should a manager do to gain a
greater appreciation of the frame of reference of those who
bring distinct cultural or other differences to the team or
supervisory relationship?
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The starting point in answering this question, of course,
involves practicing empathy and maintaining openness to un-
derstanding and responding to the unique circumstances of
other people (our definition of this skill). In taking a proac-
tive position about learning more about a person who brings a
different cultural background to the job, it is useful to ask
many and frequent open-ended questions. Inquiring about the
person’s reaction to things that the manager and the indi-
vidual have both experienced is helpful, to assess any differ-
ences in these perceptions. For example, after an exchange
with a client, it might be useful to ask simply, “What was
your impression of how the customer responded to our ex-
planations?” Or if you both attend a presentation, you can
ask, “Tell me, what reaction did you have to the trainer today,
and how she instructed us?” By eliciting viewpoints, you begin
to understand how this individual filters information, reacts
to behavioral stimuli, and perceives things within the organi-
zational environment.

Case Study

A software development firm has a structure that moves
developers from one project to another, based on available
resources and project deadlines. Project leaders help the
project team (mostly comprised of developers) to understand
the customers’ needs, the project time lines, and ultimate
deliverables. Project leaders provide project-specitic work
supervision to the team assigned to their projects, and then
these project leaders provide input to the “solid line” su-
pervisors of each developer to whom they have provided
project leadership, helping inform the developer’s perfor-
mance appraisal.
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One of the developers at this firm, Robin, is a man of
Asian descent. He is a very talented developer, solid techni-
cally, and intelligent, and typically he gets along rather well
with his peers and with his “solid line” supervisor, Thom.
However, he has difficulty being assigned to projects led by a
woman of Latin American background named Lydia, who is a
fairly new project leader who joined the firm about a year ago
after being a temporary consultant on a few projects (she knows
one important customer very well, having led projects before
for this customer).

In the past when Robin has been assigned to a project led
by Lydia, there have been instances when Robin and Lydia
have exchanged heated comments about the correct method-
ology for the project. Robin essentially ignores Lydia’s input
and direction, doing what he believes is right, even if Lydia
may disagree. This behavior is not the type Robin exhibits on
any other projects to which he is assigned, projects that are
led by the three other project leaders, all of whom are men.

In one instance, a conference call led by Lydia and at-
tended by Robin with a client caused the client to pick up on
some negative “vibes” between the two of them, which the
client brought to the attention of the account relationship
manager. This information was then shared with Thom, Robin’s
“direct line” supervisor.

What should Thom, his “direct line” supervisor, do to
address the performance situation with Robin?

Case Discussion: Our experience is that organizations
often find workaround solutions to this type of interpersonal
problem, by splitting two embattled individuals up, so they
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do not expose their interpersonal difficulties to clients. Or,
organizations may try a more bullying approach, by sitting
the two individuals down to “lay down the law” that the two of
them need to find a way to work together better, “or else.”
Most often, it is the more subordinate individual who becomes
most exposed to the potential fallout of such confrontations.

But the core issue involved in Robin and Lydia’s conflict
may go un-addressed using the “separate them” or “read them
the riot act” approaches. Indeed, it is really not clear what the
nature of the conflict is. Perhaps the supervisor can find out,
not by seeing Robin’s behavior as simply counter-productive
and perhaps even pathological, but by investigating cultural
nuances, by turning the tables and asking himself, “What do I
hope my supervisor would do in order to understand me bet-
ter, regarding my reaction to Lydia?” In other words, would
you appreciate an effort by your supervisor to try to find out
what is really going on, rather than taking an immediate “shape
up or ship out” approach? Many of us would. So if we apply
the Golden Rule credo, there may be considerable value in at
least blending the more hard-line approach (“You need to
change your attitude about working with Lydia”) with taking
the effort to find out if cultural issues are at play and what the
“bad attitude” is all about. It is an approach that we would
appreciate, if the roles were reversed. Often, this understand-
ing can help the employee see his own behavior as self-
defeating. With a hard-line approach, the battle lines
between the two principles may just harden, especially if there
are cultural issues at play. The chance of future problems has
not gone away—if anything, the chances are greater, because
of the resentments that linger.
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Valuing Differences in People

The broader frame of reference that managers should as-
sume in assessing people and work issues is that there is value
in eliciting different viewpoints about the same situation. The
same perspectives on a situation are inherently limiting. One
narrow line of vision in assessing something may cause blind
spots. Groupthink adds no new information to creative and
strategic discussions. Teams that lack diversity often become
stagnant and unable to explore exciting and useful alterna-
tives to a problem. So if managers start their quest to under-
stand the frame of reference of persons who report to them
with the attitude that differences are valuable, if not fully un-
derstood at all times, it raises the awareness about the need to
practice empathy and explore situations in the type of way
that the managers themselves would want the situations ex-
plored if they felt different from others around them.

If the fact that people are different than you is bother-
some to you, it is important to ask yourself: Why this reac-
tion? What is it about people’s differences that you are reacting
to? In the workplace context, focused on satisfying customers
rather than one’s own needs, what differences really exist be-
tween people who share an interest in behaving in the
customer’s best interest?

The Golden Rule gives us a consistent frame of reference,
amodel to follow when we are unsure about how to deal with
people. Aswe apply this traditional principle, we gain a greater
measure of control over our behavior. We act in a more pur-
poseful, caring, and confident way. When we answer the ques-
tion, “How would I like to be treated?” we also answer the
question, “What should I do?”
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We have all been on the receiving end of rudeness and
condescension, at work and away from work, and we know
that these ways of speaking to us can be hurtful and cause
anger and resentment. The Golden Rule moves us toward
control of what we can control: our own actions and words.
Managers who follow Golden Rule principles communicate
more effectively because they become more consistent and
less liable to take actions that they regret later. The Golden
Rule permits us to think about the impact our words or ac-
tions might have on the listener or coworker. It promotes per-
spective, self-control, disciplined behavior, and, of course, a
more empathic communication style.

If managers follow Golden Rule principles, they behave
in routinely admirable ways. Effective human relationships
at work are built on the principle of mutual respect, backed
up by fairness in decision-making, rigorously honest com-
munications, and an attitude that embraces diversity. People
respond positively and productively to these personal char-
acteristics in their leaders.

Summary

Treating others the way you would like to be treated is a
management practice that is obvious in its merits but often over-
looked in its application at work. Indeed, organizations need
to reinforce respectful, fair, honest, and diversity-valuing
treatment of others on a consistent basis. For managers in-
vested in improving their people skills, being mindful of the
Golden Rule is always useful. Following Golden Rule prin-
ciples works synergistically with the other two blocks in the
foundation layer of the management people skills pyramid.
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Practicing empathy means you care about what the other per-
son is experiencing, you feel with them in part because you
put yourself in their position and consider what it would be
like for you—the essence of the Golden Rule. Expanding self-
awareness helps you build an honest understanding of how
you would like to be treated and the value of fairness and
personal respect. If you are able to tie these three practices
together into a basic approach that guides the way you inter-
act with people around you at work, your management human
relations problems are likely to be few and far between.

Self-Assessment: How Faithfully Do You Apply

Golden Rule Principles?

Rate yourself on some of the following basic skills related
to being respectful, honest, fair, and tolerant, using the fol-
lowing three-point scale:

1. This is a relative strength of mine. I do this
frequently and I am comfortable with this skill.

2. This is neither a relative strength nor a relative
“development challenge” for me. I occasionally use
this skill and get positive results, but there are also
times when I could use the skill to good effect but
I do not. There is certainly room from improvement
on this skill.

3. This is an aspect of empathy in which I need
marked improvement. I do not use this skill, or I
use it very rarely, despite the fact that there are
times when it would be valuable for me to do so.
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Respectfulness
Behavior Self-Rating
(1, 2, or 3)

I greet people warmly and remember their
names.

I listen without interrupting.

I use “please” and “thank you” to all levels of
staff when making a request or after having a
request satisfied.

| am prompt for appointments, meetings, and
commitments. When circumstances occur that
cause me to be running late, I notify the party
expecting me that I will be late and when they
can expect me.

I apologize promptly to aggrieved parties when |
have done something harmful, neglectful, or for
which I am sorry.

I look people in the eye and make good eye
contact throughout an interaction.

| am never abusive.

| keep people informed as appropriate.
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Honesty
Behavior Self-Rating
(1, 2, or 3)

I do not speak lies or half-truths to avoid the
unpleasantness of having to speak the whole truth.

I provide genuine feedback, both positive and
negative, to others as a means to improve others’
self-awareness.

I tell the truth to my superiors, even when this
statement may not be popular or conform to my
superiors’ views.

People believe what | say when | communicate
with them.

Fairness

Behavior Self-Rating
(1, 2, or 3)

I do not “play favorites” or show preference for
one person or group of persons over another
person or group of persons.

| follow policies, procedures, and established
guidelines.

I make decisions based on what is right for the
team, department, or organization rather than
what is right for me or for a specific person.

I involve others in decisions to gather different
points of view before making these decisions.

| consider the true merits and relative value and
experience of people when making personnel
decisions.
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Tolerance and Diversity
Behavior Self-Rating
(1, 2, or 3)

I value opinions that are different from my own.

I value backgrounds that are different than my own.

I avoid stereotypes and biases.

I value cultural differences and how they can
contribute useful persectives to the organization
and its mission.
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J Chapter 7 L

Habit #4: Maintaining
Proper Boundaries

“Being the leader of the Huns is often a
lonely job.”
—From Leadership Secrets of Attila the Hun,
by Wess Roberts, Ph.D.!

Introduction

How is it that leadership at the very top of a large organi-
zation such as the Huns can be a “lonely job”? In part, Attila’s
lament mirrors the feeling that compelled Harry Truman to
place a famous sign on his presidential desk:

“The buck stops here.”

Leaders feel lonely because some decisions can’t be shared
with a peer or passed “up the ladder” to a higher position.
Many final decisions rest on top of leaders’ shoulders and
their shoulders alone. The gravity of these decisions may beg
for outside assistance. However, individuals at the top rung of
organizations do not have the advantage or luxury of access
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to peers or mentors that lower-level decision-makers may use
for support. After they collect all divergent input, leaders are
frequently emotionally alone as they take responsibility for
making ultimate choices that affect their organization’s stra-
tegic direction.

The “loneliness at the top” paradigm is also a function of
a top executive’s need to avoid compromising interpersonal
relationships with others in the organization. Top executives
recognize the importance of maintaining appropriate personal
boundaries with subordinates as a means of preserving a healthy
position of authority. Because every position in an organiza-
tion reports up to the top executive, a feeling of solitude is
understandable.

Though this boundary issue is very germane to CEOs, all
managers experience situations when they need to reinforce
their leadership role within their particular groups. In this
chapter, we review the importance of maintaining proper lead-
ership boundaries, and we discuss how this skill contributes
to a manager’s ability to perform the supervisory position eq-
uitably, responsibly, and successfully.

Managing Equitably: The Influence of
Personal Relationships

Healthy Boundaries # Remaining Distant
and Disengaged

The importance of personal boundaries that we

discuss in this chapter does not preclude man-
agers from remaining approachable, engaged,
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and integrated with the groups they lead. With
appropriate personal boundaries established,
managers have a greater ability not only to ex-
ercise authority when they need to—which in-
cludes setting limits—but also to motivate their
subordinates through empowerment, coaching,
and other actions that provide employee de-
velopment opportunities. In discussing healthy
supervisory boundaries, we are not advocating
management isolation from or condescension
toward those under supervision. Indeed, it is a
paradox of managerial effectiveness that the
strongest leaders are the least rigid and coer-
cive with respect to directing their subordi-
nates. Managers who have the best sense of
boundaries are often individuals that subordi-
nates feel very comfortable approaching for any
reason. But staff also know that there are limits
to how personal this approach can be. The ex-
istence of healthy boundaries implies that the
manager has given the message to others, ei-
ther directly or implicitly, about behavior and
content that is appropriate and that which may
be “over the line.”

Part of the challenge of managing a group of people is
making judgments that are perceived as fair. Fairness, as a
key ingredient of Golden Rule principles, is a transcendent
leadership quality. Sometimes the fair decision is very clear;
other times a number of factors need to be weighed. In this
process of weighing the relative value of different options, it
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is inevitable that interpersonal issues play a role in how the
decision is reached. Decision-makers instinctively incorpo-
rate some of the following questions into their process: Who
will be most affected by the actions we might take, and what will
the effect be? Does a certain decision favor a particular person
or group, more so than another person or other groups? What
might the emotional reaction be to the decision, and am I pre-
pared to handle this reaction? And which reaction might I pre-
fer to avoid? In this assessment, it is important to remain
focused specifically on the issues, the unbiased merits of dif-
ferent alternatives, and the desired outcomes that ultimately
benefit the organization. It is important to remain cognizant
that judgments cannot be influenced by non-work related fac-
tors. Managers can’t “play favorites.” Managers can’t make
decisions that may be right for them personally or favor indi-
viduals to whom the managers feels closest on a personal level,
when such a decision in wrong for the organization. In sin-
gling out this effective managerial habit, we are affirming how
leaders’ fairness and objectivity can be seriously compromised
when personal relationships with co-workers are allowed to
influence supervisory behavior.

Aboundary is, by definition, a demarcation between two or
more entities. It shows where one entity’s property or border
ends and where another entity’s property or border begins. The
“boundary” between people in an organization is less tangible
than a property line or piece of fencing. Organizational bound-
aries involve more than the physical space between people (al-
though this too is important). Instead, they involve the highly
sensitive issues around the roles that one assumes and the author-
ity one exercises, which govern the relationship behavior with oth-
ersin the organization. The concept of supervisory boundaries



Habit #4: Maintaining Proper Boundaries 135

implies that when one individual’s role involves a need to
manage performance, provide feedback, coach and mentor,
and make personnel decisions about hiring, firing, promo-
tions, and such, then there needs to be a clear interpersonal
boundary distinction between the person in this role and the
people toward whom these management activities are di-
rected. This boundary line distinction is at the very heart of
effective leadership.

Unambiguous Personal Boundaries

Let’s begin by discussing examples of some clear bound-
ary violations for managers. These are situations when highly
inappropriate interpersonal communication and/or behavior
occur in the workplace. These situations do not require “judg-
ment calls”; they are NEVER appropriate and must be avoided
in all cases and at all times. When they do occur, the organi-
zation suffers not only from compromised managerial authority
but perhaps also from bad publicity and the risk of serious
and costly litigation.

We hear about examples of workplace and leadership
boundary violations all the time. Why? Primarily, it is because:
a) these types of incidents occur, due to errors in personal
judgment; b) individuals may exercise poor self-control at
times, and submit to impulses that need to be checked; and c)
the fact is that they make news. Society as a whole tends to be
titillated by the frailty of human judgment. We are fascinated
when the top executive of a prestigious research university
needs to resign after admitting to heavy drinking and other
inappropriate social interactions with students. We are in-
trigued when a widely respected public administrator, being
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investigated for harassing a female coworker after their inti-
mate relationship had been broken off, is discovered by po-
lice one evening at this coworker’s home, uninvited and rifling
through her personal belongings. We follow closely the im-
peachment trial of a U.S. president, who must defend poten-
tially dissembling testimony about a scandalous affair with an
intern less than half his age.

However, companies cope all the time with far less public
controversies surrounding personal boundary violations by
their supervisory staff. It is worth noting that the workplace is
a microcosm for all types of human behavior. This behavior
runs the gamut, from very healthy and productive actions to
missteps that are quite self-destructive—or at the very least
extremely imprudent. The fact is that “out-of-bounds” behav-
iors happen at the workplace, and in many instances they oc-
cur within the leadership ranks. Unfortunately, it is the
organization that bears much of the responsibility when these
behaviors go unchecked.

Individuals in a position of management authority must avoid.:

% Romantic involvement with direct reports.

% Exchanging remarks, e-mails, or other
communications of an explicitly sexual nature
with subordinates, especially with employees of
the opposite sex.

% Exchanging remarks with subordinates that are
culturally hateful and/or derogatory to different
races, religions, or cultures.

% Indebtedness to a direct report.

>

Taking part in illegal or immoral activity or
behavior with or around subordinates.
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Romantic Involvement With Direct Reports

Simply put, managing someone with whom you are roman-
tically involved—especially if it is hidden from others in the
group, because it would not be condoned—is NEVER accept-
able. It is detrimental to the subordinate, to the organization,
and to the involved manager. Because there is deception and
inevitable dishonesty in this behavior, the manager is forced
into duplicity. This is no way to lead, day in and day out. When
the relationship is exposed, as it almost always seems to be,
decisions that the manager makes and has made in the past
become strongly colored by the fact that the romantic rela-
tionship exists or existed. The risk of a sexual harassment
lawsuit is enormous, placing both involved managers and or-
ganizations in jeopardy. Managers can heed the ethical stan-
dards of psychotherapists, which prohibit any romantic
involvement with patients. The rationale is essentially the
same for managers as it is for therapists: When proper bound-
aries are violated, all subsequent interactions are affected,
and the ability to be effective in one’s professional role is
compromised.

Exchanging Remarks, E-Mails, or Other Communications
of an Explicitly Sexual Nature With Subordinates,
Especially With Employees of the Opposite Sex

The most egregious example of this behavior includes
making improper sexual advances to a subordinate. However,
it is also inappropriate to circulate profane jokes, pictures, or
messages under the guise of adding levity to the work envi-
ronment. As with the ban against romantic involvement with
staff members, this behavior places supervisors and organiza-
tions in serious legal jeopardy.
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The boundary/limit-setting issue noted here is not only
problematic because of the legal risk involved. Subordinates
who witness this type of sexually oriented communication
by their supervisors come to feel that management condones
such behavior. This can result in diminished discipline and
respect within the group. Also, subordinates may experience
disappointment or become mistrustful of the supervisors’

judgment, which can compromise the supervisors’ ability to
lead.

Exchanging Remarks With Subordinates That Are
Culturally Hateful and/or Derogatory to Different Races,
Religions, or Cultures

Using derogatory slang terms for an ethnic background
or culture is NEVER acceptable behavior by a manager. Tell-
ing derogatory ethnic jokes is not appropriate in the work-
place. The legal ramifications are severe, including the
potential for employees to document it as part of a pattern of
discrimination. As importantly, managers with an interest in
prioritizing human relations within their groups will have their
efforts subverted by this type of communication behavior.

Indebtedness to a Direct Report

Managers who experience financial difficulties may look
to family and friends for loans. A manager can NEVER solicit
aloan or significant favor from someone who works under his
or her supervision. This situation is unhealthy for a variety of
reasons, not the least of which is the potential threats or coer-
cion that could result if the loan or favor is not paid back
promptly. A situation of indebtedness also creates emotional
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control by the loaner over the debtor, which subverts an in-
debted manager’s ability to perform his or her organizational
responsibilities.

Taking Part in lllegal or Immoral Activity or Behavior
With or Around Subordinates

This boundary violation concerns the importance of lead-
ing with integrity. Acting illegally or immorally not only sub-
verts the organization’s value system, it compromises authority.
For example, if a manager were to use illegal drugs with sub-
ordinates at a party or social gathering, an unhealthy culture
of secretiveness will often result within the organization. Simi-
larly, if a subordinate becomes aware of his or her manager’s
marital infidelity and is asked to be untruthful for the man-
ager in exchanges with the manager’s spouse, the ensuing in-
terpersonal dynamics between the manager and the subordinate
who “covered” for him or her will alter the supervisory rela-
tionship considerably. Clearly, in placing a subordinate in such
a moral dilemma, the manager is risking serious erosion of
trust and loss of the means to motivate performance through
espousal of shared values.

Maintaining Proper Physical Boundaries

Although there is value in identifying “cut and dried” per-
sonal boundary violations that all managers must avoid, a par-
allel interest of this chapter involves helping managers build
their judgment skills with respect to steering clear of conflicts
of interest or interpersonal behaviors that have the potential
to erode one’s ability to manage effectively. This judgment is
a function of experience and awareness about the pitfalls of
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allowing personal relationships to compromise managerial
authority. Learning about yourself and potential triggers of
impulsive or self-destructive behaviors is also a key compo-
nent of building judgment.

Physical contact is a good example of a potentially am-
biguous boundary-related situation that may occur between a
manager and his or her direct report. The physical boundary
between two people working together in an organization is
important to respect—especially when this physical touching
isbetween people of different levels of authority and between
members of the opposite sex. When we coach managers who
present some difficulties in maintaining role-congruent physi-
cal boundaries with subordinates, we may ask these managers
to provide their view on the distinctions and nuances of three
examples of physical contact between people at work:

% A simple, short handshake.

% Alight, encouraging tap on the back or an arm
wrapped lightly around a subordinate’s shoulder.

% Giving or receiving a neck massage.

Societal customs dictate the formality and respect for per-
sonal boundaries inherent in a businesslike handshake. As such,
handshakes are rarely inappropriate, even between different
sexes. However, other touching behavior, such as a back slap
or one-armed embrace, gets more clouded and ambiguous.
Between different sexes, such behavior moves into the “rarely
appropriate” range. Some managers have a tougher time re-
fraining from seemingly innocuous, ostensibly healthy physical
contact that they believe promotes positive human connec-
tion. We talk through with clients the different scenarios
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involving inter-gender physical contact, considering together
all the variables inherent in the diverse modern workforce. In
the end, after all ramifications are evaluated, managers usu-
ally reach the conclusion that physical contact is not advis-
able, especially with individuals of the opposite sex. This is
true even when there is a wide age discrepancy between the
manager and the other person, or when the other person ini-
tiates the physical contact.

Once this insight is gained, the example of playfully giving
a neck massage to someone else at work is a “no-brainer™: If
one needs to exercise caution about a back slap or a one-
armed embrace around the shoulder, how could a neck mas-
sage ever be appropriate?

Allin all, the legal and ethical realities of managing in the
modern workplace require managers to be very discriminat-
ing about behavior that involves any physical contact with a
subordinate. Touching is a very personal and potentially sexual
behavior. People experience a wide range of reactions to touch,
based on their personality, the degree and appropriateness of
physical intimacy within their families, and other causal fac-
tors. Managers never want to expose themselves to a touch-
ing incident that could be construed in any way as a sexual
advance.

Attending Social Functions Outside Work

Get-togethers outside work test boundaries as well. Let’s
say a supervisor is asked to attend a retirement party at work,
on company time, with no alcohol or other outside influ-
ences present. Attending this party is not only appropriate,
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it is probably an expected part of being the leader of the
retiree’s group. It is similar to the example of shaking a
subordinate’s hand in a businesslike manner.

Now let’s say that the supervisor is invited to attend a
party over the weekend, hosted by a subordinate. The super-
visor decides not to attend, reasoning that he or she might be
put in some type of compromising position, such as being wit-
ness to excessive drinking, illicit drug use, or other similar
behavior. Is the supervisor establishing healthy, if somewhat
conservatively set, boundary lines? Or is his or her decision
an overreaction to an unreasonable fear—after all, it is rather
simple to just leave the party if a situation exists that he or she
isuncomfortable witnessing. Avoiding the party could create
the perception among coworkers that the manager is aloof
and condescending, which has its own set of problematic rami-
fications. Where does the leader draw the line? Some leader-
ship consultants advise top executives against attending any
social gatherings with subordinates after work, claiming it is
inadvisable ever to put oneself in a potentially compromising
position. We advocate the following: If your judgment is that
it is best and most courteous thing to do to attend a get-
together put on by a subordinate, have a ready excuse, which
you should share right away with the host, about why you will
need to move on rather quickly. The boss should be the first
or one of the first to leave the party. This approach can work
out well—the boss shows support and team consciousness by
attending the party, but leaves at an early stage so that people
can “let their hair down” a bit if they wish to, without concern
about the boss witnessing them doing so. It is a win-win all
around.
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As managers move up the ranks, these kinds of decisions
become more salient and often more difficult. Again, “being
the leader of the Huns is often a lonely job.”

Just as a neck massage is an inadvisable example of physi-
cal touching in the workplace context, there are situations
that are more overtly fraught with danger with respect to po-
tentially compromising one’s leadership boundaries. A super-
visor invited to share in a summer weekend beach house rental
with a group of employees under his or her supervision needs
to see how easily such a situation could lead to compromised
authority and ambiguous supervisory relationships. Again, a
manager would be hard pressed to find any rationale for ac-
cepting such an invitation, where personal and work bound-
aries are likely to be severely tested. This example, and
countless similar others, require less “line-drawing” for super-
visors. Mixing personal and professional closeness to this de-
gree is just never a good idea.

The Social Nature of Work

Throughout the day-to-day routines of the workplace, the
social nature of work must be heeded and appreciated. Per-
sonal closeness, friendships, and intimacy are common—even
inevitable—results of people working together. After all, most
people often spend as much if not more time in a workday
with their workplace associates than they do with their family
members. Relationships at work can have a negative impact
on productivity. People spend time on their personal issues,
rather than focusing on their jobs. But this phenomenon is
not always the case, in our experience. In many professional
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settings, when closeness creates bonds that build teamwork
and mutual trust, the results for the organization can be very
positive. In some studies performed at the workplace, sur-
veyed employees have indicated that their morale and pro-
ductivity are greater when they feel that their boss is a friend
of theirs. The fact is that there is substantial overlap in the quali-
ties of close relationships between team members and their team
leaders that may help an organization under certain circum-
stances and may create blurred boundary lines under different
circumstances.

The criteria in making judgment calls about how intimate
aleader should become with his or her team is rather simple
to craft, but more difficult to apply in practice. It requires
that bosses ask themselves:

% Does my closeness with my team still allow me to
manage them (provide direction, set objectives,

coach, counsel, appraise performance, and so
forth)?

% What behaviors should I avoid in order to never
blur the supervisory boundary line, and therefore
never to be placed in a position where I can not
manage effectively?

% Do my team members understand and respect that
I need to maintain the authority that comes with
my supervisory position at all times?

% For those who may not be clear about this, what
message should I convey to them, and how should
I convey it?
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Setting Appropriate Limits

Maintaining boundaries and setting limits within the group
that a manager leads are quite related concepts. When a
manager’s role and authority are clear, his or her ability to set
limits is enhanced. Without the requisite role boundary in
place, the manager’s ability to say “no” or to establish perfor-
mance standards can be seriously compromised. These situa-
tions do not go unnoticed by higher levels of management,
who expect their supervisors to remain in control of their as-
signed groups.

Let’s review an example of a case where management
limit-setting diminished as a result of ambiguous personal
boundaries.

Case Study

Tim Smith has been promoted to supervisor of an area
with which he has had little previous operational experience.
One of his new direct reports, Tina Blackwell, has much more
on-the-job experience in the area Tim is now supervising. Tim
has known Tina for many years. In fact, Tina is his wife’s best
friend and his daughter’s godmother. Needless to say, they
socialize frequently outside work.

Given Tina’s experience and his relative inexperience in
the new area he is supervising, Tim looks to Tina for guidance
about many decisions that have to be made. This occurs so
often that Tina begins making decisions on her own and then
informs Tim of them after the fact. Her feeling is that she is
being asked what to do anyway, so she decides to save time
and act on her own judgment.
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Inevitably, Tim is caught unaware of one of these deci-
sions that Tina makes. Before he learns about one of Tina’s
decisions, Tim’s supervisor approaches him and asks about
the rationale for a change in procedure that Tim’s area seems
to have just instituted unilaterally. He is told that other de-
partments are complaining about it. When Tim has to beg
ignorance of the situation, he is scolded for his lax supervi-
sion of Tina and his area.

Case Discussion: In this case example, the manager’s prob-
lem stemmed in part from his willingness to allow an implicit
reversal of roles to take place between himself and a respected,
competent direct report. Limits were not set, the line of au-
thority became unclear, the boundaries became blurred. Tim’s
friendship with Tina outside of work contributed to a differ-
ent set of standards for Tina than for others, regarding his
role in making decisions about which he was accountable. Tina
assumed she did not need to follow customary subordinate-
manager communication procedures. How did this situation
develop? Often, it is a lack of clarity, caused by poor commu-
nication with a close friend about role-congruent expectations.
Paradoxically, it can be bosses’ closest acquaintances outside
work that are the most difficult to approach about having this
conversation. The boss feels uneasy because it is difficult to
confront the reality that, at work, a different set of rules ap-
ply, as opposed to those that apply outside work. Tina as-
sumed their personal bond was such that he would trust her
to make decisions because she had his interests in mind when
she made the decisions. The flaw in this reasoning, of course,
is that the decisions were simply not hers to make—they were
her boss’s to make.
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Boundary Challenges of Particular Difficulty

Managers are constantly faced with instances when they
must make decisions, communicate directions, and correct
performance flaws that may leave some subordinates disap-
pointed or in a state of disagreement. Doing the right thing
for the organization does not always dovetail with the inter-
ests of a particular person under a manager’s supervision. A
manager’s personal relationship with those under his or her
supervision is an important variable in terms of maintaining
an ability to make the right decisions even when they may
disappoint or anger a particular team member.

In the following paragraphs, two common and potentially
troublesome situations are discussed related to a supervisor’s
personal relationship with his or her subordinates. They both
have to do with managers’ ability to maintain boundaries and
set limits in situations that test the issue of how personal rela-
tionships affect leadership responsibilities.

Assuming Supervisory Responsibility and Authority
Over Former Peers/Coworkers

Moving into a supervisory position over a former peer or
group of peers tests an individual’s human relations skills. The
objective is to make an effective transition from the role of
coworker to that of being “the boss.” Ideally, there will be
considerable communication and a “working through” of the
situation in which a previous peer relationship morphs into a
supervisor/subordinate relationship. Discussion and agree-
ment between the new boss and former coworkers about the
implications—both at work and away from work—can lead to
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an agreement about what aspects of the former relationship
need to change and what aspects can remain “as is.” A super-
visor needs to be empathic about the emotional effect that
such a transition will have on the former coworker. A positive
and reinforcing message needs to be sent to the former
coworker(s) that, although things may be different in some
respects, there are advantages to the new situation as well.
These advantages may include the trust and open channel of
communication that exists in the relationship already (as op-
posed to a situation where an unknown individual might have
received the position, a situation in which such rapport would
have to develop over time).

An individual’s behavior—both on and off the job—needs
to be different than it was previously when he or she is pro-
moted to aleadership role over former peers. How different
is a matter of good judgment and prudent behavior at work.
Certainly the promoted former coworker needs to take heed
of all the unambiguous boundary violations described previ-
ously. But the supervisor can also expect that many more situ-
ations will occur that are essentially in a “gray area”—where
judgments about maintaining boundaries are less clear cut.
Often, the new boundaries of the supervisor/subordinate re-
lationship will be tested early. This limit-testing behavior is
aimed at determining how the supervisor intends to establish
his or her leadership role and newly granted authority over
former coworkers. The awareness that the role will be tested
helps the new manager prepare a response that establishes a
firm boundary while minimizing the former coworker’s emo-
tional hurt and resentment.
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Managing Familial Relatives or Significant Others

Isit ever a good idea to supervise a family member or sig-
nificant other? In most cases, no—it is not. It is very difficult to
maintain proper supervisory boundaries. Only in rare cases do
such situations work. And these rare instances work only be-
cause both the supervisor and the family member—subordinate
have a thorough understanding about the rules of behavior at
work. They have the emotional intelligence to understand each
other and to understand that work is a quite different environ-
ment than the one that exists for the two of them outside work,
within their family lives. We have seen situations develop where
organizational changes thrust a person into a supervisory rela-
tionship over a family member that is handled by moving for-
ward with an understanding that alternative arrangements will
need to be made eventually—in other words, it is not perma-
nent. This sense of impermanency allows the supervisor/family
member/direct report to better compartmentalize the tempo-
rary arrangement, with each party knowing that the two really
need not make profound adjustments to their relationship be-
cause “this too shall pass.” A healthy discussion about bound-
ary expectations and the impact of the arrangement on others
within the work group is always advisable, in order to establish
some “rules” and expectations for the time being.

Rehabilitating a Lax Work Environment

In some work environments, a lax, undisciplined atmo-
sphere can develop. Employees arrive to work late, leave work
early, take extended breaks, take advantage of company re-
sources for personal use, and so on. As we have discussed,
there is a strong correlation between lax management and a
situation where a manager’s boundaries are unclear or have
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been compromised. It is difficult to make subordinates ac-
countable when they do not respect the authority of their
supervisors.

There are a couple of ways to resolve this organizational
problem. One, of course, is to put a new manager in charge
that is able to establish boundaries and set limits. A fresh ap-
proach is often best for effecting needed change.

Another is to employ organizational leadership develop-
ment resources to train/coach the existing manager to reha-
bilitate his or her authority. This rehabilitation must begin
with the manager taking specific measures to reinforce proper
roles and boundaries. This includes delineating—usually in
both verbal and written form—performance expectations, lim-
its that need to be clarified, and work accountabilities. Then,
the manager needs to follow through on these freshly commu-
nicated expectations. Supervisory behaviors will need to be
consistent and equitable.

This rehabilitation takes considerable effort and mental
energy. The manager’s willingness to follow through on set-
ting prescribed limits will be continuously tested, especially
by those who preferred the lax environment. But managers
who communicate effectively and remain vigilant about main-
taining performance expectation boundaries can turn around
a previously dysfunctional and/or undisciplined group.

Maintaining Appropriate Boundaries as a
“People Skill”

The essential skills being discussed in this chapter are
judgment and self-control. They are skills that require an
understanding about the dynamics of workplace supervision
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and about how productive, authority-maintaining supervisory
relationships are developed between people. They involve the
need for human beings in a position of power and authority to
mediate impulses that, if not checked or delayed, will lead
them into inappropriate behaviors that often get them into
great difficulty—even career-threatening difficulty.

A superficial comparison of Theory Y management ap-
proaches and the concept of supervisory limit-setting may seem
contradictory. With Theory Y’s emphasis on trusting their staff
to work hard, take initiative, and grow as individuals, bound-
ary issues and limit-setting may seem a bit out of context.
Earlier in the chapter we addressed the issue of how estab-
lishing boundaries is not equivalent to being distant or disen-
gaged from staff members. How does a manager maintain a
role boundary while also delegating and empowering staff to
take on more responsibility—even responsibility that the man-
ager was accustomed to assuming in the past? The answer lies
in the dynamics of being a trusted, credible leader of people.
Trust and credibility stem from good communication skills,
from clearly conveying shared values and from aligning be-
havior with these espoused values. When sharing authority is
widely perceived as a prudent and strategic use of power, be-
cause it is in the best interest of the enterprise to do so for
efficiency, productivity, and staff development reasons, then
the healthy boundary line between manager and staff is actu-
ally reinforced. Staff members are observant enough to un-
derstand that strong managers always maintain a position in
which the authority-sharing may be curtailed if the outcomes
are not favorable to the organization.
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Summary

Bosses need to exercise judgment and self-control in their
roles as leaders of people, especially in the context of how
they develop interpersonal relationships with their staff. In
order to maintain a position whereby they can consistently
exert their authority, bosses need to make judgments about
interpersonal behavior that is role-congruent. There are some
behaviors that are never appropriate: secretive romances with
adirect report, sexual communication, culturally hateful com-
munication, indebtedness to a direct report, and highly im-
moral behavior that forces subordinated into a role of
coconspirator. But there are lots of “gray areas” in this issue:
The fact is that there is considerable overlap between behav-
iors that breed beneficial closeness within the team and pat-
terns of behavior that result in boundary blurring. Again,
judgment is the key, and self-awareness is crucial in building
the judgment powers necessary for bosses to maintain healthy
boundaries at all times.

Assessing Your Boundary Issues

If you supervise others, here are some questions to con-
sider in assessing your boundary issues within the team you
supervise: Note: These questions are also especially relevant for
those who hope or expect to be supervisors in the future.

% Towhom doyou feel closest on a personal level at
work? Do you have a supervisory relationship with
this person?

% If you answered “no” to the latter question, with
which of your direct reports do you have the stron-
gest personal attachment?
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% Do any of your work relationships that involve
closeness on a personal level ever test your will-
ingness to assert your authority when you need to?

% How do you feel about meetings with this person
or these people for performance reviews, or when
aperformance situation needs to be addressed?

% Doyou ever “let things slide” when supervising a
personal friend, which you would not in other
situations?

% Do you communicate any differently (type, style
or content of interaction) to those with whom you
are closest on a personal level, versus those to
whom you are not as close? Do you ever tell your
closer friends information about the inner work-
ings of the company or more confidential infor-
mation, that you do not tell other staft?

% Have you ever over-compensated and treated a
close friend with less empathy or compassion or
caring in the work context, for fear of showing
favoritism?

Thinking about these questions forces you into consider-
ing boundary issues with your direct reports and into consid-
ering what you might want to do differently, if anything.
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Chapter 8

Habit #5:
Criticizing Artfully

“..used artfully, feedback on competencies
can be a priceless tool for self-examination
and for cultivating change and growth. Used
poorly, it can be an emotional bludgeon.”*

—Daniel Goleman, Ph.D.,
Working With Emotional Intelligence

Introduction

Most managers prefer “the carrot” to “the stick” in su-
pervising work performance. Motivating employees through
positive reinforcement is usually far less of a managerial chal-
lenge than having to criticize or, in worse-case scenarios,
having to take disciplinary action for errors, omissions, or
other sub-par work performance. Yet few managers escape
the requirement to address situations when criticism of a
subordinate is warranted and a necessary part of maintaining
a productive workforce.

155
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The managerial challenge in criticizing an employee’s per-
formance is part internal and part external. The internal chal-
lenge involves gathering the mental courage to confront a
subordinate with the performance problem. Courage is needed
because of the external part of the challenge: the other person’s
typical defensive and emotional reaction to the criticism.

Let’s face it: It is not easy being on the receiving end of an
encounter in which the message is that performance is poor
or that an avoidable mistake has been made. In addition to
engendering defensiveness, the entire process of being criti-
cized can be hurtful and discouraging. Depending on the criti-
cized person’s personality and what psychologists call his or
her ego strength—the innate sense of oneself, or self-worth—
the encounter is likely to make the criticized person feel an-
gry, anxious, depressed, or all of the above. We refer to this
as the emotional fallout of criticism that managers can con-
trol with superior people skills.

Emotional Fallout of Poorly Executed
Work Criticism

Counterproductive, even pathological behavior of dis-
gruntled employees whose work has been criticized can be
symptomatic of this “emotional fallout.” For example, the criti-
cized employee’s behavior may include:

% Withdrawing from a group or team, or becoming
uncommunicative with the criticizing supervisor.

% “Acting out,” or engaging in attention-getting be-
havior, intended to exact some direct or indirect
retribution for the critical remarks.
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% Acting “passive-aggressively,” or trying to be hurt-
ful to the manager or overall organization through
inaction or inertia.

% Feeling insecure and less decisive, bringing other
departments to a standstill.

% Manifesting inappropriate anger that creates more
frequent disagreements and conflicts.

% Engaging in “splitting,” or trying to create factions
for and against the supervisor.

% Becoming demoralized about working for the com-

pany, because of disappointment in the overall
organization for sanctioning the criticism.

% Resigning from the organization. This can be a
costly result of an incident of performance criti-
cism, particularly when the chastised employee is
valuable in many ways and resignation is avoidable.

How Can Criticism Be “Artful”?

By definition, artful managerial behavior entails well-
considered, creative responses to difficult interpersonal situa-
tions involving the supervision of someone else’s work
deficiencies. To be more artful, as opposed to being focused
only on the problem and the deficiencies that engendered the
problem, managerial criticism needs to involve:

% Building an experienced view of how interpersonal
communication can be molded to particular cir-
cumstances—sometimes referred to as “finesse.”
Performance criticism requires a keen assessment
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not just of the problematic issue, but of the type
of person with whom a corrective discussion will
need to take place.

% Balancing the importance of the message being
delivered (such as, that the performance needs
improvement) with the importance of delivering it
in away that does not undermine the feedback but
rather encourages its acceptance and creates mo-
tivation for the desired performance improvement.

% Resisting rash, impulsive, demeaning attacks. An
artful approach is thoughtful, not reactive.

% Expanding one’s personal skills for motivating
human behavior and approaching management
tasks with empathy.

Indeed, an artful, creative approach to workplace com-
munication considers ways to understand and respond to the
unique circumstances of the other person—our working defi-
nition of empathy—and how to best use insights gleaned from
empathic exchanges in order to achieve the desired supervi-
sory objectives. The art involved in this process lies in getting
the corrective message across in a way that does not subvert
the supervisory relationship and may actually offer opportu-
nities for the relationship to grow stronger moving forward.
As the saying goes, “Out of crisis, there lies opportunity.”

Avoiding Criticism In the “Heat of the Moment”
Most employers have policies and procedures that include

regular, scheduled meetings to conduct performance evalua-

tions where corrective input can be shared. It is easier for the
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manager to prepare him or herself to provide corrective input
and share expectations in these prescribed meetings whose
function is mutually understood by both supervisor and di-
rect report.

Following is a list of some guidelines for preparing for
pre-scheduled, formal performance reviews where “bad news”
needs to be delivered in order to turn around inadequate job
performance:

*
*

>

Have documentation available.

Make sure you have documented the times you
have spoken to the employee about his or her
performance.

Have written quality standards to show to the
employee.

Show the employee examples of how his or her
work does not meet standards, as well as the
work of others.

Have a list prepared of changes you would like
the employee to make in his or her performance.

Be positive about the employee’s ability to
improve.
Set short-term goals for the employee.

Be honest about the employee’s future, without
being patronizing or admonishing.

Develop a mutually agreed-to contract to
improve performance within a set amount of
time.?
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However, much criticism of job performance is reactive;
there exists an urgency to address a specific performance error
or flaw, in the here and now, so that it is not repeated. Organi-
zational stressors—time constraints, deadlines, pressures
from other departments affiliated with the project, and other
factors—can play a major part of the context in which criti-
cism is delivered. When high levels of work stress or pressures
combine with a need to criticize the work of a subordinate, it
may be difficult to do so in an artful, considerate, and creative
way. It is important for managers to remain aware of this fact
and develop more engrained communication skills so that in-
teractions that occur in “the heat of the moment” do not dif-
fer widely from more controlled, planned performance
discussions.

One key to artful criticism is the ability to gain a sense of
perspective, or an ability to keep ultimate objectives in mind.
Demonstrating perspective shows an ability to attain self-
control under stress. It is an emotional intelligence skill. It is
about avoiding what the emotional intelligence gurus call “emo-
tional hijack,” or allowing the natural fight/flight neurochemi-
cal response in the brain to take over our thinking and behavior.
The skill stems from an ability to curb over-reactions when
things go off course. Artful critics modulate the impulse to
“shoot from the hip” (or, perhaps more correctly, the im-
pulse to “shoot from the ‘lip’”). They are able to keep an
employee’s development, sense of self-worth, morale, and the
team’s overall spirit in mind despite the external pressures
that can build up and “push buttons” that are better off un-
plugged or temporarily disabled.

Let’s create a case example that demonstrates how
stress can impact the emotional aspects of criticizing a
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subordinate’s behavior. We will then stay with this case example
as we go on to discuss practical techniques of artful criticism.

Case Example

An engineering firm’s senior marketing executive, Ms.
Thurmond, supervised the work of a marketing manager, Ms.
Jones. Ms. Jones hands a finished proposal to Ms. Thurmond
to review before it is to be submitted to a prospective client.
In reviewing the proposal, Ms. Thurmond finds pages out of
order, and in several spots the numbers do not add up. Ms.
Thurmond will have to meet with Ms. Jones and note the mis-
takes so that the proposal can be corrected and reviewed again
before being sent out.

The Sandwich Technique

Conveying bad news is an unpleasant task. But there are
valuable, widely used strategies for doing so diplomatically
and tactfully. One of the most common and effective of these
involves “sandwiching” the bad news between positive or up-
beat statements. If you incorporate this fundamental tech-
nique into your managerial repertoire, you are bound to be
more effective at delivering corrective criticism to those un-
der your supervision. It will also add to your overall skills in
diplomacy and tact, which are admired traits of leaders—
particularly those at higher levels of an organization.

The “Sandwich Technique” requires that:
% One NEVER opens an interaction with a criti-

cism or negative statement. The opening must
ALWAYS be positive.
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% The criticism or corrective feedback is then shared,
but this should NEVER be the final statement.

% The final statement must ALWAYS BE POSI-
TIVE AND AFFIRMING. In this way, the recipi-
ent of the news or feedback is cushioned to the
emotional reaction of the criticism both before it
is communicated and after it is communicated.

This technique is so broadly used that it becomes second
nature to any function that must convey bad news or offer
critical feedback. Think about letters or messages that recruit-
ers deliver to job applicants when a position will not be of-
fered. They will usually begin with statements about how the
interviewers liked the applicant very much, saw much strength
in the candidacy, and this made the selection very difficult.
Then the bad news is conveyed: The company has selected
another, more highly qualified candidate. The communica-
tion will then end with a statement wishing the applicant good
luck in their obviously promising future.

The same kind of strategy of layering the “bad news” mes-
sage of criticism between positive, affirming introductory and
closing statements should serve as a core framework for man-
agers engaging in performance criticism. Again, the rule is
NEVER to begin to address a mistake or performance prob-
lem with a critical remark. The opening statement is ALWAYS
positive about the person. It could be a comment on the good
job he or she did on another recent project, how well he or
she handled a recent situation, and so forth. It can also be a
general statement about the employee’s value to the team. In
considering how to perform a performance criticism using the
Sandwich Technique, you will need to be prepared to open
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with some type of genuinely positive and affirming statement.
The more genuine and the more shared the viewpoint inher-
ent in the positive statement, the better. When the “bad news”
recipient finds this positive statement credible and affirming,
the desired effect is elicited: less defensiveness, less anxiety,
more openness to the interaction. It may take some creativ-
ity, but there is ALWAYS something positive that a manager
can say about an employee’s capabilities.

In our Case Example of the hypothetical senior marketing
executive who found numerous errors in a final proposal she
reviewed, her positive statement might be something such as:

“Preparing this proposal obviously involved a
lot of good hard work.”

Then the performance issue is raised:

“I do need to understand, though, how the
proposal ended up with all the errors it had in it
when it was given to me for final review. Walk
me through who was part of the process of
writing, compiling, and editing this proposal, and
how much time was spent in organizing and
reviewingit.”

This can lead to a discussion of the performance problem
and ways to correct it in the future. Before closing the discus-
sion, a positive affirming “stroke” should be shared:

“This discussion was extremely helpful. Your
ideas and judgment are very good. It sounds like
we are on the same page. Let’s make the changes
that need to be made to this proposal, so that
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we get it out on time. And then let’s meet with the
whole team soon to discuss the changes we've
discussed, to improve our system of proposal
quality checks in the future.”

In raising concerns about a specific incident, mistake or

performance flaw, consider these fundamental techniques:?

+

Get the facts straight. Benjamin Disraeli once said that it
is much easier to be critical than to be correct. Make a
sincere effort to be correct. Having available all appropri-
ate documentation can be especially helpful in assembling
and verifying factual information.

Choose the best timing. Criticizing performance promptly—
say, within 48 hours of a problem that, if left uncorrected,
will continue to fester and have negative implications for
the team or overall organization’s productivity—is often
advisable when there is an urgency to make corrections.
The danger, again, is in allowing situational stress to af-
fect how you deliver the message in the “heat of the mo-
ment.” In our case example, the best immediate action
might be to focus on what needs to get done to get a cor-
rected proposal out to the client expeditiously (identify-
ing the mistakes, making the corrections, proofreading,
and getting it prepared for mailing). This avoids a situa-
tion in which strong emotional fallout from the criticism
affects the completion of a time-constrained work objec-
tive—in this case, getting the proposal to the client on
time. The meeting to discuss the initial proposal’s poor
quality can be set up at some time later (after the stress
has diminished).
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Another time to have the critical interaction is just
before there is an opportunity for the employee to repeat
the mistake. In our previous case example, Ms. Thurmond
might meet with the Ms. Jones several days before an-
other significant proposal is due, in order to remind her
of the previous proposal’s problems, so that the proposal
she is about to receive does not have the same kind of
mistakes.

Avoid criticizing “in public.” The emotional fallout of be-
ing critical will increase exponentially if you do not have
the self-control or perspective to avoid belittling someone
in front of others. Doing so is just never a good practice.
Besides, the techniques we encourage take time to em-
ploy, and it is wasteful of other people’s time to be party
to the discussion.

Condemn the deed, not the doer. Hate the sin, not the
sinner. Reject the performance, not the performer. In our
case example, Ms. Thurmond might express her concern
by noting,

“The proposal was not nearly ready to be sent out. I'm
concerned about our quality assurance process if the final
draft of a proposal gets to me with this number of errors.”

This de-personalization of the criticism places the
focus on the flawed proposal and the review process, not
on Ms. Jones herself. Because Ms. Jones was a part of
that process, some level of personal criticism is implied.
But the technique makes a special effort to focus criticism
on correctable behavior or behaviors, or associated
processes, not on the individual him or herself.
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Useyou sparingly. Similarly, in focusing on the errors rather
than the person, managers should avoid using the word
you during the criticism as much as possible. Doing so
helps keep emotionally laden personal blaming out of the
conversation.

Consider the difference in the emotional reaction one
is likely to experience in response to each of the following
two statements:

Negative, blaming statement:
“How could you hand me this proposal to
review when there are so many obvious errors
init?”

More appropriate statement:
“We have to talk about how this proposal
made it to me for final review with so many
obvious mistakes still in it.”

When using the word you or your, it is best intertwined
with help-seeking statements, such as, “Give me your sense
of...” or “Help me understand how involved you were at
different stages of the proposal editing.”

Probe empathically with open-ended questions. Listen
actively to the employee as he or she describes issues sur-
rounding the performance problem. Make an effort to
probe for what is being left unsaid. For example, Ms.
Thurmond might reflect the feeling in Ms. Jones’s expla-
nations that she sounds very stressed and may be resent-
ful about being “stretched too thin.”
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4+ Don’t change the subject or allow the subject to be
changed. Select key issues and restrict yourselves to them.
Stay on task, and confront attempts to move the discus-
sion to other topics. Refrain from far-reaching discussions
with countless variables. This type of behavior by the criti-
cized individual is born out of defensiveness and difficulty
owning up to one’s responsibility. Both of these behav-
ioral outcomes need to be short-circuited and confronted.

After wrapping up the performance correction meeting
with a positive statement, it is often best to discontinue any
further discussion of other side issues so that the impact of
the encounter can sink in.

The Importance of Follow-Up

Obviously, a great way to mitigate the sting of criticism is
to look for an opportunity to review how well the employee
has heeded the message about showing performance improve-
ment and then to be generous with praise for work well done
the next time a similar task is completed competently. Look-
ing for chances to provide praise should far outweigh efforts
to continue finding inadequacies or things to criticize about a
subordinate’s work. This is especially true when the emotional
fallout of criticism was more profound.

However, if the problem persists, you may need to recycle
the criticism process with more urgency and seriousness.
Ongoing problems should not be ignored or tolerated. The
positive components of the Sandwich Technique may need to
be tempered by additional concern that the positives are be-
coming harder to identity.
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Advanced Artful Criticism

The Sandwich Technique and the guidelines for deliver-
ing criticism discussed so far are engrained in fundamentals
of effective human relations management. Now, let’s look at
some aspects of the process of criticizing the work of some-
one under your supervision that raises the level of the art to
an even higher plane. These are the more advanced techniques
or skills, because they involve a higher degree of empathy, a
strong investment in being attuned to the feelings of others,
and a seasoned, “big picture” perspective about what is really
important in leadership.*

4+ Don’t expect to eliminate defensiveness entirely. It is naive
to think that people receiving even well-communicated criti-
cism will not have a negative, knee-jerk reaction to it at
first. Managers should focus less on the common initial re-
action that isbound to be more of an emotional reaction to
criticism, and focus more on the secondary response—that
is, the behavior in the days or weeks that follow. Do not get
too hung up on more immediate verbal reactions that stem
from the emotional fallout of the criticism. Instead, have
the judgment and emotional intelligence to stay invested in
what happens over the days and weeks that follow, when
feelings are less raw and the employee has had time to di-
gest the interaction and potentially see it as an opportunity
to make needed changes.

4+ An empathic communicator will reflect the feeling in the
interaction. It might be useful to note defensiveness and
discouragement, if it is very evident. After feelings are
reflected, the artful criticism continues with a message
that this discussion is not about the employee but the
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employee’s performance. The focus is not on the negative
but on how to fix the problem so that positive things can
happen in the future. But the employee will know that you
are observing the affective aspect of the interaction, not
just the issue itself. This can help the employee feel un-
derstood and result in the employee being more trustful
of the manager.

Examine your heart. Before beginning interactions in
which you will need to criticize a subordinate, ask your-
self (or even better, discuss openly with a supportive mentor
or coach) how you are feeling about this situation. Are
you angry? Do you feel betrayed in some way? Do you
feel a need for retribution or to get even for something
that occurred in the past? If so, your approach is likely to
be emotionally charged. It is likely to come across as an
attack, as punitive. The emotionally intelligent manager
develops more natural introspection skills and a willing-
ness to acknowledge how feelings affect behavior. It fa-
cilitates the self-control that is so valuable in these types
of difficult exchanges.

Defuse anxiety and defensiveness with humor and cre-
ativity. Humor is a great icebreaker and stress-reducer,
and self-deprecating humor can humanize you in your
subordinate’s eyes. A humorous, lighter touch requires
substantial creativity and a good delivery. But when per-
formed effectively, it can be very effective at minimizing
defensiveness while getting the point across. Attempts at
humor can lighten the moment and draw a smile from the
employee being criticized. This can shift the tone of the
interaction to one that is less contentious and stressful.
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4+ Be calm and firm in coping with inappropriate emotional
or behavioral reactions to the criticism. One of the difficult
aspects of criticizing work performance is handling the
emotional fallout of the critical encounter. At times, this
emotional fallout can be severe and even very disturbing.
The behavior may include:
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% Excessive tearfulness: An emotionally fragile em-

ployee may cry uncontrollably after being criti-
cized. This can cause the manager to feel very guilty
and cruel.

Excessive anger, manifested by shouting, screaming,
and/or the use of profanity: Some employees lose
control by flying into a rage, raising their voice,
and using profanity that is inappropriate in the work
setting. This can create a range of emotions in
managers who witness this behavior, including fear,
anxiety, and reactive anger on the part of the man-
agers themselves.

% Inappropriate avoidant behavior: These may in-

clude walking out before the discussion is formally
ended, or “clamming up” and refusing to speak.

% At an extreme, threats of violence or intimidation:

We have all become much more attuned to real-
life incidents of workplace violence. The threat
posed by disgruntled employees who act out their
rage violently may be very real. Often, these vio-
lent employees have been terminated or had their
work strongly criticized.
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Here are some tips to help you handle these uncomfort-
able situations:

4+ Ensure privacy to minimize the employee’s embarrass-
ment. If the door or window shades are open to the office
or room where you are meeting, get up and close/draw
them if the employee’s emotions are escalating. The de-
crease in stimulation can help create a better setting for
defusing the situation. However, if the employee is visibly
out of control, the concerns about privacy may have to
yield to concerns about personal safety. Have someone
close by if you feel threatened in any way.

4 Remain calm. Don’t become agitated yourself by an out-
pouring of emotion. Try not to appear frightened by ex-
cessive emotional behavior, unless actual threats or
intimidating remarks are made. A calm reaction by super-
visors can mitigate a highly charged atmosphere, create
psychological space for the encounter to turn in a more
positive direction, and decrease the tension to a point that
amore rational and substantive discussion can occur.

4+ Offer compassion. Keep a box of tissues close by for po-
tential tearful reactions.

4+ If appropriate, use humor to lighten the mood. In our

case example, if the criticized employee becomes extremely

tearful, the senior marketing executive might say in a

lighthearted, “tongue-in-cheek” manner as she offers a box

of tissues, “Now don’t use all of those tissues,  may need
some of them if we don’t win this bid.”

Part of the artfulness of this attempt at humor is that

it refocuses the discussion on the ultimate objective (in

this case, winning the business, rather than the employee’s
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tearful behavior). It also gives the person a sense of
acceptance, as tearfulness is a quite natural, physiological
response to sadness and hurt feelings.

4+ Offer a “time-out.” Allow the criticized employee to calm
him or herself down. You can excuse yourself to use the
bathroom or to run a quick errand, and note that this
will give the employee a few minutes to get composed.
When appropriate, make a decision to reconvene the
meeting later, when the employee has regained his or her
self-control.

4+ Don’t try to restrain an employee who gets up to leave or
actually leaves a meeting before you feel the discussion is
over. Ask the employee who makes a move to bolt from
your performance correction meeting to stay until the two
of you have a full understanding of the issues and the reso-
lution plan. Do so very politely but firmly. If he or she
does not listen, do not force the issue. Although trying to
talk the person into staying to finish the meeting is appro-
priate, don’t bar the door or physically prevent an agi-
tated employee from leaving the office or room.

For employees who “clam up,” use empathic statements
about what you are observing and sensing about the employee’s
refusal to speak or discuss the situation. Allow silence to oc-
cur. Sometimes the employee might be more uncomfortable
with silence than you are, and begin speaking again. If the
behavior (refusal to speak) continues, re-state the key mes-
sages and consequences, emphasize that your “door is always
open” to discuss this further, and terminate the meeting.
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The Results of Artful Criticism

Managers who handle incidents well when a subordinate’s
work requires criticism develop engrained diplomatic and tact-
ful ways of addressing problems, so that criticisms are never
antagonistic, insulting, attacking, or punitive. They develop a
way to use humor appropriately to get their point across and
mitigate the sting of critical feedback.

How do managers know if they are successtully develop-
ing a way to criticize more artfully? In part, the answer lies in
observing the positive results that follow. Subordinates make
fewer mistakes and correct performance problems without
acting out or displaying other negative behaviors to exact ret-
ribution for the criticism. Addressing a performance issue
should lead not only to improved work, but to a higher level
of trust in the manager’s competency and willingness to ad-
dress future problems in a similarly constructive way. There
is truth in the maxim that a relationship gets stronger during
and after a crisis. Incidents of performance criticism can seem
to be a relationship crisis, from both parties’ perspectives.
But when the process is well-managed, the critical interaction
can breed a closer and more open, ongoing relationship going
forward between managers and the direct reports for whom
corrective feedback has been provided.

Summary

Criticizing employees’ performance can be difficult and
uncomfortable, but it is an inevitable aspect of managing
others.
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Criticism is “artful” when managers:

*

Effective people managers utilize the “Sandwich Technique,”

Balance the importance of the message being de-
livered, (that the performance needs improvement)
with the importance of delivering it in a way that
does not undermine the feedback but rather en-
courages its acceptance and creates motivation for
the desired performance improvement.

Resist rash, impulsive, demeaning attacks. An art-
ful approach is thoughtful, not reactive, showing
the self-control to avoid “shooting from the lip.”

b

the core aptitude of seasoned diplomacy and tact. Criticism is
communicated by:

*
*

ALWAYS starting with a positive statement.

Layering the “bad news” or criticism after the posi-
tive statement.

ALWAYS completing the interaction with an af-
firming statement, ideally that blends the initial
positive statement with an expression of confidence
that performance will be corrected and things will
move forward from this point on.

Other techniques include:

*

% % % %

Getting the facts straight.

Choosing the best timing.

Avoiding criticizing in public.
Probing with open-ended questions.

Controlling the setting.
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*
*
*

Condemning the deed, not the doer.
Using you sparingly.

Selecting key issues and restricting yourself to
them.

Self-Assessments and Self-Coaching Exercises

Think of the last instances when you were forced to con-
front poor performance or a mistake that a subordinate made.
Consider the context:

*

*

Was it in a formal performance review or in the
“heat of the moment™?

Was the timing optimal? How could the timing have
beenbetter?

Did you begin and end the performance criticism
with a positive and affirming statement about the
person? If you had to do it over, what would these
positive statements include?

In general, how might your criticism have been
more artful?

Are you comfortable using humor to lighten the
anxiety and create rapport? Can you think of ex-
amples when humor helped reduce a criticized
person’s defensiveness?

Which of these artful criticism skills are natural
for you, and which do you need to develop?

Did you follow up and remain attentive to oppor-
tunities to reinforce desired performance in the
period following the meeting when you were criti-
cal of a subordinate’s work?

175
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Practice the Sandwich Technique when the next instance
occurs in which a performance problem needs to be addressed
promptly.

Now think of times when you needed to employ these skills in
your personal life, with a significant other, a child, or a parent:

% Are you more likely, less likely, or as likely to use
these artful criticism techniques with people in your
personal life, as opposed to when they need to be
used at work? Why is that so, do you think?

% Try the Sandwich Technique every time you are
angry and want something done differently or when
others’ behavior irritates you. Is the Technique
comfortable to use with them? How did you feel
using the Technique, as opposed to engaging in
more impulsive responses?



J Chapter 9 L

Habit #6: “Flexing”
to Different People Styles

“One person thought about results, the other
thought about process. They saw the world
through totally different frames of reference.
Neither understood how the other thought or
operated—each stressed out by the other.
Sound familiar?”

—Ron Willingham in The People Principle*

Introduction

Before we begin explaining the capstone building block in
our management people skills pyramid, flexing to different People
Styles, let’s return to the base of our pyramid-shaped model
for amoment. Self-awareness, empathy, and “Golden Rule”
principles support an interpersonal style that is apt to lever-
age self-knowledge for use in understanding others. We have
inferred that the effort to understand others operates on many
different levels. Although some workplace communication can
be taken at face value, the nature of human interactions is
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such that people communicate ideas and feelings in many ways.
Interpersonal relationships within the supervisor/direct report
dyad—the centerpiece of our “Six Habits” model—are stron-
gest when managers understand that communication patterns
are complex and multi-dimensional. Empathic communica-
tors engage other people by probing for issues, ideas, and feel-
ings that may lie beneath the surface. Theylook beyond what is
said and try to discover what is left unsaid. Empathic individu-
als focus on who is saying a certain message, how the message
is said, and the context within which it is said, and, when rel-
evant, they can make educated assumptions about why it was
said in the way it was said.

Deeper understandings about people stem from an ability
to observe behavior in a non-judgmental way. Empathic,
Theory Y managers have an abiding curiosity about what mo-
tivates and drives people. They are intrigued by the nature of
stylistic differences between individuals. They see a payoff
when they nurture more intrinsic rewards for good job per-
formance that are specific to particular types of individuals.
They analyze people’s interpersonal communication styles as
away to develop a strategy for building relationships with these
individuals. They do so even when these personal styles are
quite different from their own.

This chapter will emphasize the value of managers’ efforts
to adapt their approach to others, as a means of developing
more productive, “people-oriented” supervisory rapport. We
will describe the common motivations and personalities that
employees manifest at work. We will outline how managers’
abilities to read people, engage them creatively through a posi-
tive assessment of their intents and motivations, and then “flex”
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to their innate “People Styles” improves the potential that
their relationships with those under their supervision will be
positive and productive.

Flexibility in relating to others is especially relevant to
individuals looking to gain more and more management re-
sponsibility in their career. As executives move up the corpo-
rate ladder and take on greater management duties, they usually
assume leadership over more employees. An executive with
more aggregate numbers of staff to manage is very likely to
encounter different styles of people under his or her author-
ity. Effective executives understand that it is not easy to
change people’s personalities, so being adaptable in one’s
own behavior offers the greatest potential for optimizing
work relationships.

It is useful to approach communications with others by
assuming that all behavior originates from “positive intent.”>
Even blatantly negative behaviors can be perceived and un-
derstood as originating in some type of positive intent. Mak-
ing the effort to find this positive intent exercises a manager’s
people skills and perceptiveness about human behavior. It
assumes a need not only to solve problems but also to main-
tain relationships with the other people that are productive
and motivate going forward.

Positive intents are driven by the needs one experiences
on the job.’ These needs evolve and migrate between levels
based on experience, seasoning, time spent in a position, busi-
ness success, and the leadership style of senior management.
The “lowest common denominator” of work motivation is based
on the need to feel safe, both physically and emotionally. The
threats one experiences on the job can range from unsafe
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working conditions to sensing that one’s job is insecure for
whatever reason. Assuming the individual feels safe, both
physiologically and occupationally, the next level of need may
evolve. This level includes more social needs: the need to
belong, to associate with others or peers, to gain acceptance
by others, to develop friendships. Next, one may progress to
needs related more to one’s ego and professional identity. At
this level, employees seek work that builds self-confidence,
fosters independence, and/or helps gain status and recogni-
tion. Finally, one can look to one’s job for self-actualization
and self-fulfillment. This may be evident on many dimen-
sions: mental, emotional, spiritual. At this high level within
the needs hierarchy, the job becomes part of a life plan to
achieve fulfillment, enjoyment, and even actualization of one’s
very identity.

The skill of “identifying positive intent” encourages man-
agers to look deeper into what drives particular people in work
situations, particularly when the person’s behavior is confus-
ing or out of step with what the manager expected. The “knee-
jerk” reaction by many bosses is to take a confrontational
approach, impressing upon the person that the behavior be-
ing observed is counter-productive and needs to be modified.
But such a message will be infinitely more effective—because
it will be more effectively received by the employee—if the
manager makes an effort to understand underlying motives
that have as their basis some type of positive intent. The logi-
cal questions for the boss to consider in analyzing a way to
adapt a communication strategy to a particular individual are:
“What is this employee all about? What is he or she after?
What are the objectives or agendas that help to explain this
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person’s communication and behavior? What needs and pri-
orities drive the person? What does this person seek in inter-
personal interactions on the job?”

Managers who identify positive intents in their staff per-
form an analysis of the fundamental needs that underlie cer-
tain workplace communication and behavior. The following
are four common intents that managers can assess in an indi-
vidual under their supervision.

L.

One set of individuals may be highly task-oriented.
Their motivation is to get it done. This group val-
ues eliminating obstacles that interfere with task
accomplishment. Individuals of this type cringe at
the prospect of participating in inefficient meet-
ings or excessively processing decisions that may
result in delays in getting things done. They are
anxious to reach the final result, and then to move
on. When interacting with this type, it is best to
keep your communications brief, decisive, and
solutions-focused.

Another group may be more process-oriented.
These types focus on getting it right. Details and
process are now important. Quality is paramount.
Errors must be avoided. Deviations from accepted
methods are not acceptable. Communications be-
tween managers and those who are focused on get-
ting it right demonstrate the value of planning,
step-by-step processes, and a shared awareness of
the paramount importance of quality. More exten-
sive communication and decision-making processes
are valued if they result in minimizing mistakes.
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3. Another group may place the most value on gez-
ting along. Here, social needs predominate. Bond-
ing is important for this group. Communications
with this type emphasize finding common inter-
ests, sharing ideas and emotions, and building close-
ness. Managers’ adaptations to meet the social
needs of certain employees are focused on finding
ways to keep the individual from being isolated or
involved in solitary assignments. Team-building
communication and activities are highly valued.
Engaging in small talk and sharing good-natured
humor are as much a part of managing this group
as providing specific work direction.

4. A fourth group looks for ways to get appreciation.
This style is driven by ego, a need to “shine” in the
eyes of others. With these types, consistent posi-
tive feedback is very useful and motivating. Any
criticism of this type needs to be layered between
upbeat, positive, reinforcing statements. Rewards,
compliments, and consistent reminders of “jobs
well done” motivate this person. Getting it done,
getting it right, and getting along are of less impor-
tance than getting noticed and being appreciated.*

Case Study

A senior tax consultant at a large accounting firm, Sheila
W., leads team projects on behalf of a large international
client. She is a self-admitted perfectionist and highly task-
oriented. She is assigned to lead a rather new group of junior
accountants, mostly in their 20s, who have bonded well with
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each other and enjoy each others’ company. Sheila’s style is
to enter project planning meetings a bit late and start right in
on aspects of the project that seem to be headed in the wrong
direction. The team, who chat amiably with each other prior
to her arrival at the meeting, become quiet and tense the mo-
ment she enters the room. Sheila asks questions in a very di-
rect and confrontational way, putting people on the spot. At
the end of the meeting, when she leaves the room, the junior
accounting team eye each other, shaking their heads about
the torturous experience they have just endured. Sheila’s su-
pervisor, Peter F., attending one project team meeting as a
guest, witnesses this process firsthand and decides he needs
to speak with Sheila about her team leadership style.

Case Discussion: There are two aspects of this case wor-
thy of analysis. Firstly, what might Sheila do to build more
rapport with her team, so that they do not dread every minute
of having to interact with her? And secondly, what might
Peter’s approach be to Sheila, in trying to help his valuable
employee by sharing feedback about what he observed in the
team meeting?

Sheila is focused on getting things done and, to a slightly
less extent, getting it right. Her team shares these intents, but
they also value getting along, and getting appreciated (because
they are rather junior staff and are looking to build a career
toward a potential partnership opportunity). Sheila thinks she
is being efficient when she plows right into the problems with
the client engagement as she begins the meeting—after all,
she thinks, time is valuable and why beat around the bush?
But she has ignored the human relations aspects of her role.
Many senior managers we have coached are perceived by their
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subordinates or teams as one-dimensional, humorless indi-
viduals, but when we get to know these managers we uncover
a charming and even funny person with whom to interact.
Sheila might be this way. But she needs to see the value in
taking time in the interactions with her staff to build rapport.
We might coach her to be the first one to arrive at the next
meeting, and make “small talk” about the weather or upcom-
ing weekend plans or other types of common chit-chat. She
might start the meeting off with a positive aspect of how the
engagement is going, and commend people for their good work.
This approach sets a quite different tone for the meeting and
shows Sheila’s ability to adapt to her team’s intentions to get
along and get appreciation. The point is that managers need
to be attentive to building performance enhancing rapport with
people. Sheila paid absolutely no attention to this aspect of
her role at all, and very low team morale was the result.

Peter needs to see that Sheila’s positive intent is to get
things done. The discussion with her, then, needs to empha-
size that the time spent on rapport-building will optimize the
ultimate performance of her team. Peter needs to give her
permission to tone down her hard-driving act, by taking the
approach with her that implies, “You want to get to the finish
line on time with the best quality, but you cannot do it alone.
You need these people, so time spent on the relationship is
valuable time.” This permission to unleash her mentor and
coaching talents might be just what Sheila likes to do, but she
might have been disinclined to take time on this activity be-
cause she thinks the organization will not believe it is a pru-
dent use of potentially billable time. By approaching the
conversation with Sheila in a way that recognizes her positive
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intent, Peter builds rapport through shared understandings
and creates a tone that helps Sheila acknowledge the value in
trying out a different approach with her staff.

People Styles

A similar model for understanding how different personali-
ties manifest themselves at work is presented by Drs. Robert
and Dorothy Grover Bolton in their book on People Styles at
work.’ They advocate that:

% All of us have a dominant style, a “comfort
zone” related to how we interact with the rest of
the world.

% Each of the four dominant styles comprise about
25 percent of the population.

>

You can’t change your dominant style.

% No style is inherently better or worse than
another.

% Although people with similar styles obviously
share many traits, you are nonetheless also
different from others of your style. Put another
way, you are far more than your basic style.

% Acceptance of the four essential people styles
enables you to work creatively in flexing to
different styles.

The Boltons’ “People Styles” model separates people into
four essential types shown graphically in Figure 2 shown on
page 186.
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Robert Bolton and Dorothy Grover Bolton's
Model of “People Styles”
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Analytical Driver
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Amiable Expressive
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Figure2

Let’s try to understand each of these “People Styles.”

Analyticals

These individuals combine considerable emotional con-
straint with less than average assertiveness. Analyticals will
tend to be those who are:

*
*

The most perfectionistic of the styles.

Appalled by a “ready, fire, aim” strategy to
making decisions.

The “get it right” type—they want to be certain
of making the correct choice.
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% Systematic, well organized, and task-oriented.

>

Attracted to data-driven decision-making. The
more data, the better.

>

Very prudent in risk-taking.

>

Comfortable with solitary work and personal
activities (staying at home rather than going to a
party or after-work get-together, reading books,
and so on).

% Loyal when going gets rough.

>

More low-key and quiet; they do not wear their
emotions on their sleeve.

% Likely to lean back in a chair even when making
apoint.

% People who think about what they are saying as
they say it, and even interrupt themselves and
begin a new thought that came to mind—a trait
that often confuses listeners.

% Likely to favor written over spoken
communication.

% Intellectualizers of feelings.

>

Punctual for appointments but tardy on
deadlines.

Amiables

These individuals get things done in a manner that is less
assertive than average, combined with more than average re-
sponsiveness. As you can see from Figure 2, the Amiable and
the Analytical share a similar level of assertiveness (less).
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Therefore, there will be some similarities between these two
styles. The difference between the two styles lies in the degree
of responsiveness they each exhibit. The Amiables show con-
siderably more emotion than the Analytical. Amiables will tend
to be those who:

*
*

% % % %

>

Are team-players.

Prefer working with others on projects,
particularly in small groups or with one other
partner.

Do not seek the spotlight and avoid ego clashes.
Find ways to integrate conflicting ideas.
Are easygoing and likable.

Are especially sensitive to other people’s
feelings.

Perform well in service-oriented positions or
responsibilities.

Value what has been created and strive to
preserve it.

Are comfortable doing routine procedures and
following processes established by others.

Are reluctant to “tell it like it is” for fear of
alienating others.

Expressives

People in this quadrant combine a high level of
assertiveness with much emotional expression. Expressives
tend to:
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% Be the most outgoing and flamboyant of the
styles.

% Like bright colors, bold statements, and eye-
catching projects.

>

Thrive in the limelight and gravitate to “center
stage.”

Restless and energetic.
Link up with others in everything they do.
Have a strong personal network.

Be dreamers who are bold and imaginative.

*» % % ¥ %

Be impulsive—they act or speak first and think
later.

>

Prefer to work according to opportunities rather
than according to plans.

Be playful and fun-loving.

Be more into talking than listening.

Be more people-oriented than task-oriented.
Speak to find out what they are thinking.
Tell it like it is.

*» % % ¥ %

Drivers
This style blends higher-than-average assertiveness with
lower-than-average responsiveness. This People Style is:

% Veryresults- and bottom-line oriented.
% Veryindependent.
% Very decisive.
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Able to change mindsets easily.
Fast-paced and purposeful.

Likely to excel at time management.

% % % %

Factual but not detailed, rational but not
theoretical, direct and to the point.

>

Able to bulldoze through an agenda he or she
prefers.

# Task-oriented.

>

Able to have sincere feelings for people, but may
not talk about it as much as the “Amiable” and
“Expressive” types.

Backup Styles

In the context of gaining deeper understandings about the
challenges of relating effectively with individuals who present
different fundamental styles of behavior, it is also useful to
assess how these styles manifest themselves under stress. Af-
ter all, stresstul situations raise the bar in terms of the impor-
tance of developing management human relations skills.

A “backup style” emanates from one’s basic style, but it is
more extreme due to the powerful effects of stress. The backup
style will be more evident in conflicted situations at work, so
managers need to have the empathy to observe that the backup
style behavior—which often cause difficulties or problems
within the supervisory relationship—is in essence just a mani-
festation of a basic people style. According to the Boltons,
the switch from normal to backup behavior is not conscious
but rather is automatic. A person’s normal style becomes ex-
treme, or “overkill.” In a backup style mode:
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% Analyticals, who are usually quiet and less
emotional, become avoidant of participation and
emotional involvement.

% Amiables, who are typically cooperative and
supportive, become acquiescent.

% Expressives, who are usually socially engaging,
attack.

% Drivers, who are usually directive, become
autocratic.

“Flexing” Strategies to Different People Styles

The Boltons emphasize that “style flex” is a way of adapt-
ing to another person’s “process,” rather than a way to con-
form to his or her point of view. “Style flex” is goal-oriented;
it is intended to build better rapport and thereby manage

conflict.

“It is about relating constructively while
appropriately disclosing your perspective on
things as well as listening empathetically to
others. The better the interpersonal process,
the more likely that people accurately hear each
other and creatively resolve conflicting
opinions.”®

“Style flex” is a “temporary adjustment of a few behaviors
to improve the results of an interaction.” The skill focuses on
changing yourself (over which you have control), not chang-
ing the other person (over which you have very little control).
The primary leverage you have for improving a relationship,
according to the Boltons, is your own behavior.
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The Boltons advise a four-step approach that begins with
identifying one’s own style and the style of the other person.
The next step is planning future interactions based on this
identification of styles and tlexing suggestions they make. The
third step is implementing the plan, and the final step is evalu-
ating the results so that the process can be improved upon.

Tables 1 to 4 on pages 193 to 196 summarize the Boltons’
suggestions about flexing to the four different people styles
(Analyticals, Amiables, Expressives, and Drivers).

Although these grids include alot of information and seem-
ingly involve overly complex decision-making in the context
of many simple day-to-day interactions, following the Boltons’
model ultimately becomes quite intuitive. We promise that
you will not need a plastic-wrapped reference sheet or hand-
held computer with you at all times in order to make deci-
sions about interacting with others productively. What you
will need is a firm grounding in the four people styles and in
the other five habits of highly effective bosses that we have
discussed in previous chapters. A willingness to adapt to the
people around you drives this rapport-building process.

Many of us find it hard to adapt, and our resulting defen-
sive position is embodied in the position, “I am the way I am,
and I don’t think I have to change my approach to suit other
people.” This is a limited and short-sighted view of your rela-
tionship-building activities at work. It more or less says, “I
don’t care about the natural differences between people. My
personality and style are best, and people should change to
adapt to me.” Sounds pretty obnoxious, doesn’t it? Do you
really want to come across this way to others?
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Table 1: Flexing Recommendations for Amiable Types

Other
Person’s
People Style

Analyticals

Expressives

Drivers

Other
Amiables

Recommended “Flexing” Strategies to
This People Style

+ Be more task-oriented.

¢ Deemphasize feelings.

+ Be systematic.

¢ Be well-organized, detailed, and factual.

¢ Pick up the pace—move more quickly
than usual, speak more rapidly than
usual, address problems more quickly
than usual, make decisions more quickly.

¢ Demonstrate higher energy.

¢ Focus on the big picture-expressives like
to take a “macro” view of things.

¢ Saywhat you think.

¢ Facilitate self-determination—give
Expressives freedom, don’t be a stickler
for rules.

Pick up the pace.

Demonstrate higher energy.

Be more task-oriented.

Be a bit more formal and businesslike.

Deemphasize feelings.

Be clear about your goals and plans.

Say what you think.

“Cut to the chase”—concentrate on high-

priority issues; present main points; “if

in doubt, leave it out.”

+ Be well-organized in your
communication.

¢ Recommend pragmatic solutions.

® 6 6 6 0+ 0 0 0

¢ Maywant to temporarily use behaviors
of adifferent style (“opposites attract/
likes repel”).

¢ One of you may need to be more
assertive and task-oriented.
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Table 2: Flexing Recommendations for Driver Types

Other
Person’s

People Style

Expressives

Analyticals

Amiables

Recommended “Flexing” Strategies to
This People Style

¢ Make personal contact.

¢ Focus more on feelings.

¢ Cooperate with Expressive’s Conversational
Spontaneity.

+ Be open to the Expressive’s fun-loving side.

+ Give the Expressive recognition.

¢ Communicate on the Expressive’s
“wavelength.”

+ Expressives like face-to-face or telephonic
interchanges, but summaries of the
discussion may be needed in writing.

¢ Steer clear of the “nitty-gritty.” Don’t
overdo facts and logic.

¢ Highlight recommendations of others.

+ Demonstrate concern about the human side.

¢ Provide incentives when possible.

¢ Provide considerable freedom.

¢ Slow your pace—talk slower, don’t rush
decisions or force deadlines.

+ Listen more, listen better.

¢ Don’t come on too strong.

¢ Communicate on the Analytical’s
wavelength.

¢ Be prepared.

¢ Provide detail.

¢ Be accurate.

¢ Make genuine personal contact.

+ Slow your pace.

* Listen more, listen better.

¢ Focus more on feelings.

+ Be supportive.

¢ Provide structure.

¢ Demonstrate interest in the human side.
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Table 2: Flexing Recommendations for Driver Types (cont.)

Other Recommended “Flexing” Strategies to
Person’s This People Style
People Style
Other + Avoid power struggles.
Drivers + Be more negotiable.

+ Listen more and listen better.
+ Find a temporary way to be less assertive.

Table 3: Flexing Recommendations for Expressive Types

Your Other Recommended “Flexing” Strategies to
People Person’s This People Style
Style | People Style

v E < - »n»nE R T KE

Amiables Slow your pace.
Listen more, listen better.
Don’t come on too strong.

Be supportive.

Be more task-oriented.
Deemphasize feelings.

Plan your work and work your plan.
Be well-organized with your
communication.

¢ Avoid power struggles.

Drivers

Analyticals Slow your pace.
Listen more, listen better.
Don’t come on too strong.
Be more task-oriented.
De-emphasize feelings.
Be systematic.
Be well-organized, detailed, and factual.
Other One of you needs to be more serious and
Expressives detail-oriented.
+ Look to add strengths of other styles.
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Table 4: Flexing Recommendations for Analytical Types

Other Recommended “Flexing” Strategies to
Person’s This People Style
People Style
Drivers ¢ Pick up the pace.

¢ Demonstrate higher energy.

¢ Don’t get bogged down in details and
theory.

¢ Saywhat you think.

¢ Speak in practical, results-oriented terms.

+ Facilitate self-determination.

Amiables ¢ Make genuine personal contact.
¢ Focus more on feelings.
+ Be supportive.
¢ Provide structure.
¢ Demonstrate interest in the human side.
¢ Don’t overdo facts and logic.

Expressives ¢ Make personal contact.

¢ Pick up the pace.

¢ Demonstrate higher energy.

¢ Focus more on feelings.

¢ Cooperate with the Expressive’s
conversational spontaneity.

¢ Be open to the Expressive’s fun-loving
side.

+ Give the Expressive recognition.

¢ Saywhat you think.

¢ Communicate on the Expressive’s
wavelength.

¢ Provide considerable freedom.

Other + Tryways to be more decisive.
Analyticals ¢ Make an effort on the relationship.
+ Be forgiving with errors.
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Flexing to other people styles means you do care, you do
have an interest in reading people, you are emotionally self-
aware, and you do take a more psychologically minded, emo-
tionally intelligent approach to leadership. Yoga instructors
preach, “Flexibility is strength.” It is a message that rings true
at work, as well. This “flexing” skill unifies all the competen-
cies in our model together into an “other-oriented,” adapt-
able, and seasoned leadership style that can take your
leadership practice to the highest level.

Summary

Highly effective bosses analyze people’s interpersonal com-
munication styles as a way to develop a strategy for building
supervisory relationships with these individuals. They do so
even when these personal styles are quite different from their
own. Instead of responding with knee-jerk reactions to cer-
tain stimuli, effective managers assess the other person’s posi-
tive intent, to try to understand the person’s motives with
greater clarity. These positive intents include an interest in:

% Getting it done.

% Getting it right.

% Getting along.

% Getting appreciation.

At the workplace, managers are likely to encounter four
“people styles.” They are:

1. Analyticals (low responsiveness, low
assertiveness).

2. Amiables (high responsiveness, low
assertiveness).
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3. Expressives (high responsiveness, high
assertiveness).

4. Drivers (low responsiveness, high assertiveness).

The flexing strategy to these people styles is driven by an
interest in developing productivity-enhancing rapport. Effec-
tive bosses are flexible and are able to make temporary, pur-
poseful adjustments in their approach to people and to each
of these different people styles. They do this because they can
control their own behavior, and it is in their interest to find
ways to engage many different types of people.

Practice Exercises for Flexing to Different People Styles
% Start by identifying your own “People Style.”

% What other “People Style” might apply to you?

% Next, from the group of individuals with whom you
work or have worked in the past, identify one rep-
resentative from each of the “People Styles” (the
“Driver” type, the “Analytical” type, the “Ami-
able” type, and the “Expressive” type) discussed
in this chapter. These representatives should be
rather overt examples of these types, rather than
those with who present a blending or combination
of the traits.

Consider the following hypothetical situation: A customer
has asked foryou to re-do a portion of a recently submitted project
in a different way. This requires you to inform four members of
your team who were involved in the project that the customer
wants a re-work and is insisting on a short turnaround time frame
for getting the re-work accomplished. For different reasons, you
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expect that each of these discussions may elicit some negativ-
ity or contentious reaction.

Assume that the four team members each represented one
of the four different people styles (Analytical, Amiable, Driver,
and Expressive). Plan your approach to the discussion for each
team member.

Remember that the key to “style flex” is that the primary
leverage you have in establishing a creative and productive
discussion involves your insight about others’ People Style,
and that it is you who must adapt in order to accomplish
your immediate goals. Also remember that your style flex s
contingent on what “People Style” you have identified for
yourself.

Flexing to People Styles in Your Personal Life
Consider the “People Style” of your spouse, significant
other, or family member.

Can disagreements that you have with any of these loved
ones be explained by a lack of “style flex” on your part or on
the part of others?

Inwhat ways can you adapt to the People Styles of others in
your family, in order to get more out of these relationships?
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You’ve Reached the End—And
Perhaps a Beginning

We promised early in this book to share a model that has
a beginning, middle, and end. We are now at the end of de-
scribing the model. But, for you, it may be the beginning—of
arewarding journey of self-discovery and skill-building in re-
lationship management aptitudes, an experience bound to be
extremely gratifying for you, both at work and in your per-
sonal life. So, let’s review the model in a highly abridged form,
to reinforce the core messages.

To relate well with people, to be awell-respected and highly
effective boss that people love to work for, you need to focus
your attention on mastering six important habits:

% Gaining as much self-knowledge as you can, dis-
covering your inner voice, uncovering your blind
spots, and building your emotional self-awareness.

% Practicing empathy, by listening actively and get-
ting outside yourself to focus on the unique cir-

cumstances of other people. You will understand
other people because you understand yourself.
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Routinely asking yourself if your decisions are fair,
respectful, honest, and tolerant, because that is the
way you would want decisions made that affect you.

Valuing your position of authority and avoiding
interpersonal situations that may undermine this
authority.

Looking for ways to communicate performance feed-
back, especially when improvement is needed, in ways
that motivate instead of tear down the person.

Adapting to others’ natural styles, as a way to build
rapport and to make your interactions more dy-
namic, productive, and performance-enhancing.

In the end, you will do these practices because you have
an interest in people and in human behavior. You will experi-
ence many rewarding human connections as a result. We
have seen time and again that a boss’s progress toward bet-
ter human relations at work is paralleled by progress in build-
ing better relationships at home, as well. People skills matter:
They are good for business, and they are invaluable in all the

relationships you cherish in your life!
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Glossary

Accurate Self-Assessment: Developing an authentic sense of
personal strengths, weaknesses, traits, styles, and
interpersonal abilities.

Blind Spots: A piece of reality about which one is not
aware, although typically others are aware of this
reality. Unlike denial, blind spots are not used as a
psychological maneuver or coping mechanism; rather,
they are areas that have evaded one’s consciousness
for one reason or another.

California Psychological Inventory: A detailed personal
portrait of an individual by describing personality
characteristics across several scales, including a set of
scales called “Folk Scales.” It is a psychological test
that is commonly used in pre-employment and
development assessments in the workplace.

Cognitive Dissonance: A theory that explains how humans
avoid the unpleasantness of conflicting knowledge or
cognitions.

Denial: A psychological defense mechanism disavowing the
significance of events. It includes a range of
psychological maneuvers designed to reduce
awareness.
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Developmental Coaching: Coaching that focuses on
building skills and competencies that individuals
require in order to perform in specific supervisory or
professional roles. This supportive learning is
particularly valuable for new managers, or for
managers who are promoted or reassigned to a
different (often higher) level of responsibility.

Differentiation Phase of Conflict: The initial phase of a
conflict when the sides establish mutual understanding
about (but not agreement with) respective positions in
the conflict.

Emotional Fallout: Common emotional outcomes and
behaviors that result from being criticized.

Emotional Intelligence/EQ: A term describing range of
competencies that involve self-awareness, self-
management, social awareness and relationship
management. One’s EQ involves being “smart” on an
emotional level, especially knowing which emotions
you are feeling and why, and how well you perceive and
act on emotions around you.

Emotional Self-Awareness and Emotional Literacy:
Knowing what emotions are, including when and how
you feel them. Having a vocabulary of emotions so that
you can better identify what you are feeling and
possible causes for those feelings.

Empathy: Feeling with someone; understanding and
responding to the unique circumstances of others.
Reading hidden meaning, and what has been left
unsaid.

Executive Coach: A resource for leaders, to guide and
direct them in a range of executive competencies.
Typically, an Executive Coach performs an initial and
ongoing assessment of client’s skills and challenges,



Glossary

and processes data with the client about the
effectiveness of new methods to achieving pre-set
goals.

Fundamental Interpersonal Relations Orientation-
Behavior (FIRO-B): A psychological testing
instrument for those who want to understand
individual personality dynamics, how personal needs
affect interpersonal relationships, and one’s
compatibility with others.

Hawthorne Experiment/Hawthorne Effect: Research
conducted at Western Electric in the 1920s by Mayo,
Roethlisberger, and Dickson that, in essence, began
the human relations management movement, by
finding that employees respond with productivity gains
when attention is given to them and when they are
treated as special, rather than as cogs in an impersonal
machine.

Integration Phase of Conflict: Phase of conflict resolution,
after an initial Differentiation Phase has identified the
respective positions in a dispute, when two or more
sides begin to come together and find common ground.

Mentor: A trusted advisor and teacher with a track record
and experience level to offer very practical, seasoned
advice on developing a career plan and on managing
here-and-now issues that arise.

Myers Briggs Type Indicator and Psychological Type: A
psychological test of psychological types, a theory
developed by Carl Jung to explain apparently random
differences in people’s behavior. According to Jung’s
theory, predictable differences in individuals are
caused by differences in the way people prefer to use
their minds, particularly in activities of perceiving and

judging.
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People Style: A set of four distinct interpersonal styles,
separated into quadrants on a grid including axes
showing a continuum of high and low Assertiveness
(A) intersecting with a continuum of high and low
Responsiveness (R). People are rather evenly
distributed within these four quadrants, labeled as:
Drivers (Hi A, Lo R), Expressives (Hi A, Hi R),
Amiables (Lo A, Hi R), and Analyticals (Lo A, Lo R).

Sandwich Technique: A communication technique intended
to reduce the defensiveness of an individual who is
about to receive criticism or to reduce the sting of
receiving bad news. The technique requires that the
communicator ALWAYS start and end with positive
statements about the other person, layering the
problem, issue, criticism, or bad news in between these
two statements.

Style Flex: A relationship-building strategy to identify one’s
own and others’ people styles, then to use this
understanding to adopt a flexible approach that
emphasizes adapting to the other person’s natural
style.

Succession-Supportive Coaching: Similar to Mentoring,
only this learning is conducted with an experienced
executive coach who supports individuals as they
develop more executive level skills that they will need
in taking on more advanced leadership responsibilities
within an organization.

Theory X and Theory Y: Labels given to a dichotomy of
human relations management styles, developed by
Douglas McGregor in his book, The Human Side of
Enterprise. Theory X approach assumes workers need to
be prodded to work. Theory Y assumes work is a
natural behavior, as play is, and that employees can be
highly productive if empowered and coached.
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Thomas Kilman Conflict Mode Instrument: A validated
psychological test that assesses your style in managing
conflict, as well as associated communication and
personal effectiveness characteristics.

360 Degree Appraisal or Multi-Rater Feedback: A self-
learning exercise in which individuals receive feedback
through a procedure where individuals rate themselves
on performance dimensions using a survey instrument
and nominate subordinates, peers, and managers to
provide anonymous ratings of them using the same
instrument. Self-ratings are compared to average
scores from the nominated group of raters.

Transformational Coaching: A developmental learning
activity that involves the need to alter a problematic or
unsuccessful communication or leadership style.
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